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PREFACE 



The U.S. Navy has used an officer appraisal and selection 
system of some sort as a personnel management tool since the 
early 1800* s. The first formal officer appraisal in the U.S. 
Navy was recorded in 1818. Since 1818 significant changes 
have taken place in the Navy which could have a bearing upon 
the effectiveness of the appraisal and selection system in use 
in the Navy today. 

Principal among the changes have been an advance in 
technology, the change from a "national 1 ’ to an "international" 
Navy, the country has developed to a high level of economic 
and intellectual capability engaged in a major leadership 
role in world affairs, and a significant increase in the body 
of knowledge relating to human behavior, appraisal and selection 
techniques has transpired. 

Additionally, the Navy has developed into "big business"-- 
comprising some 670,000 officers and men — spending approximately 
$15 billion dollars annually. 

The mission of the United States Navy is to project sea- 
power as required bji national policy to support the nation’s 
national purpose and interest. The responsibility inherent 
in the Navy's mission would appear to make it mandatory that 
effective management procedures be employed in the Navy and 
that such procedures be improved as the dynamics of the time 
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allow. The naval officer appraisal and selection system is one 
of the basic management procedures in use in today's Navy. The 
system has "grown up" over a long period of time. 

The foregoing changes and facts appear to suggest the need 
to analyse the naval officer appraisal and selection system. 
Thus the purpose of this paper is to take a "critical look" at 
the system--foWs its inception to the present time. This 
examination should provide the means to make "value judgment" 
as to the effectiveness of the system. 

To gather material for analysis of the officer appraisal 
and selection system this writer examined the instructions and 
regulations of the Navy Department which related to the system, 
interviewed civilian and military personnel in the Bureau of 
Naval Personnel who are assigned various responsibilities in 
connection with the administration of the system, made a 
statistical sampling of naval officer opinion as to the ef- 
fectiveness of the system, and read several books and articles 
in the field of appraisal. 

The reddings in the field of appraisal produced two 
fundamental ly conflicting points of view as to the need of an 
appraisal system. One viewpoint established by writers in the 
field is that a formal personnel appraisal and selection system 
is needed in any enterprise to assure selection and promotion 
of those best qualified for jobs of increasing responsibility. 
Opposed to the point of view are those writers who maintain 
that an appraisal and selection system is unnecessary in today' 
environment. This fundamental issue is examined as it might 
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apply to the Navy. 

Chapter I--The development of the U.S. Navy is outlined. 
This chapter relates the purpose of the navy to the national 
purpose, and shows the influencing factors which bear upon the 
need and purpose of an officer appraisal and selection system 
in the Navy. 

Chapter II--In this chapter the conflicting issue as to 
whether or not an appraisal and selection system is necessary 
is examined. The various purposes or uses which the Navy's 
officer appraisal and selection system must serve are outlined, 
examined, and shown to influence the nature of the yystem and 
the procedures which can be effectively employed in the system. 
The scope of the appraisal problem is examined in some detail. 
It is shovm that the scope of the problem acts as a constraint 
upon the system. 

Finally, the criteria and elements considered essential 
in an effective appraisal system are discussed. These criteria 
and elements provide the basis for evaluation of the effective- 
ness of the Navy's current officer appraisal and selection 
process. 

Chapter III--This chapter orovides an analysis of the 
Navy's officer appraisal and selection system. The historical 
development of the system is traced in the first part of this 
chapter. The fitness report form, the primary appraisal device 
in current use, is examined as it evolved from 1318 to the 
present time, 1965. 

The concluding section of the chapter is devoted to an 
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examination of the appraisal and selection system using the 
criteria and elements of an effective system outlined in 
chapter II as a ’’guideline”. 

Chapter IV--This chapter compares the officer appraisal 
reports currently in use in the U.S. Navy and U.S. Army. 

Chapter V — This chapter provides an analysis of an opinion 
survey. The survey was made by means of a written questionaire 
which was mailed to a sample group of active duty naval officers. 
The purpose of the survey was to determine the effectiveness 
of the officer appraisal system as perceived by those most 
affected by the system--the naval officer. 

Chapter VI --The condluding chapter summarizes the major 
points discussed in the thesis and arrives at several conclusions, 
including weaknessess in the system which were revealed by the 
study of the system. 
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CHAPTER 1 

INI? LU3NC ING FACTORS UPON THE NEED AND PURPOSE 
OF AN APPRAISAL SYSTEM 



Early /■■moraisal . 

The First Reference to 'orm.nl Appraisal . — Rules , 
Regulations and Instructions for the Naval Service, published 
in 1818, contains the earliest reference to appraisal reports 
made on officers in the U.S. Navy. Article 19 of the Rules 
required that Commanding Officers, upon paying off the crew,, 
report to the Secretary of the Navy and the Doard of 
Commissioners the following: "...the character of each officer 

serving under him, particularly as to his sobriety, diligence, 
activity and abilities. 

Since the time of this first reference to officer 
appraisal, the U.S. Navy has maintained a formal, written 
appraisal record on each officer. The form which has been 
employed has come to be known simply as the “Fitness Report 55 . 
Regulation Circular Number 86 of iO Septmeber 1891 was the 
first regulation to promulgate printed forms with detailed 
instructions for completion of them. The form thus issued 
was labeled -Report on the Fitness of Officers". 

“U.S. Navy, History of the Officer Fitness Report, 

Research Report 56-2, NAVPERS 18494, 1956, p. 2. 
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Appraisal Form Cbr.i-^os . --From the inception of the system 
to the present date, the appraisal forms have been revised 
fifty tirr.es. Append!:: A contains a chronological listing of 
the fitness reports which have been in use since the beginning 
of the navy’s officer appraisal system. Tne listing includes 
the date of issuance of each form, the applicable regulation 
governing its use, and the classification of the officcr(s) for 



whom the report was 


used as an appraisal report. 


From 


stud; 


the listing it will 


be -noted 


that initially a separate 


and 


distinct report was 


used for 


Commanding Off icers , 


Line 


Off! 



other than commanding, and Staff Officers. This procedure has 
changed considerably through the years, and at the present 
time (1965) two separate report forms are in use- -one for all 
officers (regardless of duty or specialty) of the ranh of Capta 
and below, and one for officers of flag ranlc.- 

The initial appraisal form required commanding officers 
to rate four factors — sobriety, diligence, activity, and 
abilities. Appendix 3 contains a classification and tabulation 
of factors rated since the establishment of the officer fitness 
report system, from an analysis of the data contained in 
Appendix B it will be noted that personal traits and character- 
istics have occurad in the greatest number and with the greatce 
frequency. 

In addition to the eighty factors measured, a f orced-ratin 



- bureau of have I Personnel Forms 3 1 0 v7 and 3lUA. 
: erred to as NAVP2AS Forms 3I0W and 3 IGA. 



acre ax ter 



3 



n__ zj.cn m use m sixteen of the reporting f orrne-**-o:.o 
— cf rat:. scale ic in the current HAVPERS form 310*7, 

~ w - j,_ ■“ e - O- *•• — -3.1 ic in ..pponeax C , tagurc i.0. Appcueex 

C cu.i«.i..g ' — .c^j.OGww ..Cii o j- c j:cct:cc. satness reposes 

which have boon in use since the inception of the mv y 5 s 
^pprcisal reporting syetem. Additionally, copies of the current 
forms usee in the U.S. Marine Corps and the U.S* Army will bo 
found in the appendix. These forms will be later compared to 
the form... currently used in the navy . 

- . ins for Changes . --Research Report 56-2, NAVPERS 18484, 

... needy of the History of the Officer Fitness Report, prepared 
by the U.S. ..c-val Personnel Research Field Activity lists the 
following reasons for the changes which have been rude in the 
officer fitness report form: , (a) the forms were too long, 

(b) too many ratings were in the upper categories, or (c) 
reporting officers tended to give all individuals the same 
rating (“halo effect”) in all categories of the report, “3 
Yha foregoing reasons would seem to imply that changes 
•which have been made in the officer appraisal system of the 
r:Uv y have beer, merely concerned with the "mechanics of the 
appraisal form". Changes must be concerned with deeper and 
more fundamental factors. 

An officer appraisal and selection system must be a manage- 
ment procedure which is useful in identifying end selecting 






h ueport 56-2, op, cit, p. 1 
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duuicj T .:^rc Lifted in sco'zz* Au 
ChuI'i^CC Cir.C^ tUl3 



„ri:/JLc I ..v ,. 



officer 9 



.t: 



id o w, _• n r.v- 



u^w 






on trn.vj -ic.L xcn cm 






v *\ * *.*i ,"r 



r unco ion 



cccno GH 



r.cvy 



taken -place. 



r.-\i_ ^ 

1 -Vw 



'oregoing relationship is rather obvious vh-n it is r-aiia 
:hot the sole purpose of the navy ie to project soapower i 






-•f th- national interest and purpose. As the fuses ion 



and scope of she navy ha- cheated so 



functions demando 



os 



naval officer chanted. The folic -sir" discussion will 



she'. 7 the foregoing iaserr-iationshios and outline the change: 



v-ac.i nave 



"'cc the current r.ood and 



ourr 



>f naval officer aooraieal and selection 



ad Purpose, 



Tno U.S. havy cnisto as an instrument of national power 
tlth an assigned purpose to assist in attaining the objectives 

: and purpose. 



os cur 






’“•j 



'ill. , 



end Cobans define our n 



.taenn _ 



interest 



in such a manner that it contains two principal parti 



define is thus: "the general and continuing end for which a 

nation act- : to maintain its security and promote its well- 

being. They assert that the national interest, however, is 
normally define- in a particular way to fit given circumstance : 



4 Ui_liaw. Re it eel, Morton A. Kaplan, an; 



:cs Fore i nn Policy , 



n:‘. since C. Gob lent. Un ited 

45-1955, (Washington, D.C.: The Brookings Institution 

o&), p. 9. 






Thus , u'r.- national interest u'.dcr^oca historical react i..„t„o.. 
..j the requirwuonts of -ccurity and weii-beins arc variously 
aad retcod. The vary in 3 complexion of the rn.ci.oncl interest 

uoC w- 



cimcc-y asr* 



O 1.1. UC L.Ui , 



cornrdtmor.ts f inancinr 



end personnel policies employed in 30 worn in 3 Olio U„S 0 levy. 

similar relationship exists botwocn our national purpooo 
v-::d oho purpooo or mission of the U.S. Navy. Archibald KacLcieh, 
the noted poet, p laywris’nt end Pulitcer prise winner , provides 
or* apt description of cur national purpose as follows: 

0*1 Prior to July 4 , 1775 , the national purpose of 



nations naci seen, to dominate: to 



dominate at least their 



Uwiahsors and rivals wherever possible, to dominate the 
wor_d. The American national purpose was the opposite: 
to liberate from domination: to set men free. 

• o<jeo«et>(’edoe030ooe0oeeoe0oe6awoooo0ea«eo*aeo6o3eo#&4>*9o 

. . • v/o were dedicated from our bop innings to the 
prone sit ion that we- existed not merely to exist but 
to b e f ree ... . - 5 






- V - \ «4 ^ \ * 

■u . — * w a JL V w KJ — . 

our national turtoso . 



U.S. ha vy has 
eon of cower from the 



today, and shall 
;ea n in succort of 



The purpose of the navy has remained 



■ constant. The scope of naval functions, however, has champed 
significantly as the nation ana the navy have developed. 



. n :: *u • one an a or css. 



..-“iiS .u-U 



tea out 07 n 



national interest under pc os 



hap lar. and Ccbena , 
historical redefinition as 
requirements of o-curity and wall-boar^ . are variously 
rstood. They discuss the development of the country in 



^ o An A ^ V> ' "?/*■? 



“The National Puroose. life 



■ -<-~y 5 s ^ ■u » 



o 






.a n.G;fni.„pnt s^niXLCun'c sectors u..ica have 
definition of national interact 



. . : -p 



Jir/y 5 icuna :o the purpose of oupportina tl 



t-» i ~ — *» V»-« L> A. v*' O. _ V— • *— • 



. re a c 



O * U.1-. J 



:cur cry 



ia.ccr.ro ir.: 






lush rrf luoneos mould 



>~ar upon the major management procedures employed in the 



navy — o agras mount ly on thro instance the officer appro. 



l i. and 

selection system. 

T ' first Str f -c — ;ro;.i the first settlement in America to 
;.jou: 1890 the controlling motivation of the American govern- 
ment mo to consolidate the country a« v» nation. Thus this 
stage of developm.ent uc.. char a c t e r ia o d by continental expansion 
and development of resources of the continent. The problem 
curing this period ms one of preventers the re-establishment 
of lure peer, nnf luencc s utd of molding sectional American in- 

i 

toreoto into a federated mole. 6 This stage of development 

sax.’ t._o beginning of the navy : 

In a looter read in Congress «, 1'ov . 1 , 1 7 7 5 ^ 

Cerorai Tashingtcn reported the burning of v 



a one in tod a naval commit t 



voted ilOOjOOO for ships and 
as . A second committee 



reccr.mmndod a fleet of 13 vessels ranging from 24 

chief Honhino as Commander 



V *: r*| - T\ -m , ^ rv’-nS ^ "•* 0 ') a % A rr. r* ^ n ~ 



c o c 

ms commissioned 

in chief. 7 



VfGuii 



-iG ou-.cic.l 7 



navy had appeared 3 it disappeared, 



— ± C- ^_| • .» v . 9 e -V o 



cit. PP 11- 



e tu , m _ o: 



.*• 1 »*• /- ' “ . I 1 /“* V 

’ • *■ -- d <• . t— ev . ■ L > 1 - 



r ^ 

au-a 



g ev e GOpraea.c 
^oiicv* 



12 , 

rl-/ 



T h e c h a raetoriactio : 
in ccccr.ce from 



7 1 : 



uim/y cf the United States s ” The 
gsin, 5 th ed. , XIV 9 p. 390. 



American vcooi.e; 



I 
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Following the Revolutionary War, complete naval disarmament 
was achieved by 1785. On 27 March 1794 Congress passed an 
act authorizing the founding of the present day navy. 

It was not until 1797 that America again acquired naval 
chips. Ships were procured in that year to counter the piracy 
of the Barbary Powers--then freely capturing American vessels 
of commerce which were operating in the Mediterranean sea. 

The following year Congress authorized the President to build, 
purchase, or hire 12 vessels not to exceed 22 guns, and created 
the Department of the Navy.** This action marked the beginning 
of the present United States Navy. 

The purpose of the navy during these early years was 
consistent with the national purpose--security of the country 
and protection of its resources. Little interest was shown 
for "international affairs". The navy of that time was small, 
yet it was during that stage that the first appearance to 
formal naval officer appraisal was seen. By 1865 the first 
fitness report forms were indicated in Navy Regulations. 

Article 296 of the regulations indicated that three froms were 
to be uscd--Forms 25, 26 and 27 (see appendix C for a re- 
production of these forms.) A later examination of the factors 
rated in these early reports will provide an insight into the 
primary functions and responsibilities envisioned for the naval 
officer of that time. 

The Second Stage - -The second stage of development extends 



**Ibid, p. 394 
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r rom about 1890 to 1945. This time period is one in which the 

United States began to play a role as a world power- -progressing 

hesitatingly toward understanding its position in the world. 

Great strides were made in building up a strong resource and 

industrial base. Thus two major influences were exerted upon 

the navy- -techno logical developments and the initial ventures 

of the country into the international arena. Recognition of 

those impacts upon the navy had already been recognized by 

the Secretary of the Navy who sent a letter to the Chairman, 

Committee on Naval Affairs on 11 February 1885. This letter 

contained the proposal for establishment of the United States 

Naval War College, and cited as a need for establishment of 

such a college the following: 

The constant changes in the art of warfare imposed by 
the introduction of armored ships, swift cruisers, 
rams, sea-going torpedo boats and highpower guns, to- 
gether with the more rigid methods of treating the 
various subjects belonging to naval science render 
imperative the establishment of a school where our 
officers may be enabled to... 9 

In the scant years since the Secretary's letter several 
developments have had a pronounced influence upon the com- 
plexion and scope of naval operations--and thus upon the 
functions of the naval officer. 

Technical developments such as the introduction of the 
first modern battleship (1890), the first submarine (1900), 
the aircraft as an element of naval power (1911), and nuclear 

9 Congressional Record, 48th Congress, 2d. Session 
11 February 1885. 
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'..•capon s (1945) exerted an influence upon the Navy’s functions. 
These technical developments, therefore, made necessary an 
addition to the naval officer's duties--they required increased 



skills and knowledge. 

During this time period the Navy engaged in two major 
wars. This brought about the need to expand the size of the 
Navy considerably. By the beginning of World War I in 1917, 
the U.S. Navy had a strength of 4,376 officers and 69,680 men. 
During that war the navy expanded, and by November 11, 1918 
contained 34,292 officers and 503,742 men. In 1940 just prior 
to World War II the navy was manning 1,899 ships with a total 
of 203,127 officers and men. World War II saw America with 
the mightiest fleet ever to sail the seas, by 1945 the navy 
consisted of 67,952 ships and 4,031,097 officers and men.-'-O 

These wars and the expansion of the navy influenced the 
naval officer in several ways. Officers were required to 
manage an organization composed of large numbers of men. The 
navy employed large amounts of materials at a significant 
expenditure of public funds. World War II demonstrated the 
need for complex joint and allied military act ions --this gave 
rise to a permanent U.S. Chiefs of Staff organization. This 
joint nature of modern military warfare levied a requirement 
upon the navy that it's officers be skilled in joint and com- 



bined staff duties. 



Figures, dates and events in this section are taken 
from "Almanac of Naval Facts", U.S. Naval Institute, 
Annapolis, Maryland, 1964. 
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The major influencing forces of this time period indicate 

I 

1 tnat an effective officer appraisal and selection system would 

U 

be one that would enable naval management to identify officers 
possessed with technical, human relations, management (material, 
financial, and organizational),- professional and staff abilities 



i and 
; 



knowledge . 



The Final Stage — The final stage begins following the close 
i of World War II in 1945. It is characterized by Reitzel, Kaplan, 
j and Cobenz as follows: "The final and unfinished stage is that 
| in which the United States is acting as a major world power 
whose decisions fundamentally affect the whole structure of 
contemporary international relations" .H 



I 

I 

I, 

I 

i 

I 

| 

i 

i 

i 

! 



This period has perhaps exerted the most profound influence 
upon naval organization. A major reorganization of the military 
departments took place in 1947. The National Security Act of 
1947 reorganized the separate departments of the army and navy 
into units of a single Department of Defense. It also created 
the Department of the Air Force. The Reorganization Act of 



j 1958 created the Unified Commands--commands consisting of arm y, 

■ navy, and air force components operating directly under the Joint 
j Chiefs of Staffs. This made permanent the need for officers 
1 highly skilled in performance in joint staff duties. 

Secondly, during this period the United States entered 

i 

, into a network of mutual security alliances. In 1949 the North 
| Atlantic Treaty Organization (NATO) was created in which the 
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Reitzel etal. op. cit . p, 



12 



11 



U.S. aligned with fourteen nations in a mutual security alliance. 
3y 1954 the United States had become allied with over forty 
nations in various security alliances. These included alliances 
with twenty American nations in the Organization of American 
States; members in two multilateral arrangements in the Pacific, 
and bilateral treaties with Japan, the Philippines, and the 
Republic of China. 12 

This gave rise to a new and profound aspect of the navy's 
role and mission. These treaty arrangements created the need 
for combined naval operations of the participant nations. In 
tho case of NATO an entire allied command structure was created. 
The Pacific counterpart of NATO, the Southeast Asia Collective 
Defense Treaty (The Manila Pact), aligns the United States with 
seven countries in a mutual security pact. The Military 
Advisors Group of the Southeast Asia Organization is composed 
of a high ranking officer from each member nation. The United 
States representative is a naval officer, the Commander-in-Chief, 
Pacific. Additionally, each nation provides military planners 
from all their military services. Each of the various security 
alliances create the need for similar planning organizations. 

Thus, the nation's mutual security policies have dictated the 
need for naval officers to be skilled and knowledgeable in 
planning and conducting operations with members of many foreign 
nations. This new dimension in the naval officers duties requires 

1 9 

^Security Organization and Alliance discussion taken in 
essence f rorrt National and International Security Organization 
U.S. Naval War College, Newport, R.I., 1962 






12 

an appraisal and selection system which can enable management 
to identify those officers who possess the necessary knowledge 
and skills to best perform duties in this delicate and crucial 



Technology during this period continued to have its impact 
upon the naval officer's qualifications. The first nuclear- 
powered submarine, U.S.S. Nautilus, was commissioned on 30 
September 1954 at a cost of $29,000,000. The first Guided Hisslc 
Cruiser, U.S.S. Boston was commissioned 1 November 1955. By 
May of 1951 Commander Allan B. Shepard, U.S. Navy was the first 
American in space. Technology has brought improved and sophisti- 
cated weapons systerns--also complexity and high cost. Both of 
the- foregoing problems add to the professional qualifications 
required of the naval officer of today's navy. Technology has 
lead to the need for '’specialities” in the officer corps. 

Table 1, page 13 graphically depicts the size and structure 
of the navy as it exists today. it will be noted that a 
relatively stable structure and strength of forces now exists. 

Of the 667,000 active duty military personnel shown as of 30 
June 1964, 76,400 •were officers. 

Approximately 52 percent of the officer strength comprises 
the unrestricted lino, limited duty line, and warrant officer 
categories. The nature of the specialty problem is illustrated 
by the specialities and sub-specialities recently studied by 

1 3 

U.S. Navy, Office of the Comptroller. Budget Digest . 
Fiscal Year 1965, NAVEXOS B-1355, p.l 
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AT OF TV-. AVY 
FISCAL YFA.,3 1963-1965* 





Actual 


Planned 




3G dime 


3C Jus . 0 


30 J-.tne 




1953 


19 54 


196s 


Corrmis;: _onad Ships in Fleet,,... 


35 7 


359 


883 


’/cv «h -ilL W « o to to » • to 0 to 0 0 0 0 O • 0 0 0 0 0 


385 


7 0" 

3 > 


410 


Other 


472 


4/1 


473 
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the "Coombs Board", a study board headed by Rear Admiral 
baiter Vo Coombs, Jr., USN, Assistant Chief of Naval Operations 
for Manpower. The board spent four months studying billet re- 
quirements in the naval officer corps. The board examined re- 
quirements for billets in specialty areas and the size of each 
specialty group; which billets should be filled by officers 
having graduate level education, including doctorates, and, in 
the case of unrestricted line billets, the number of officers 
required to fill these jobs, and which billets in sub-specialty 
areas were required to be filled by people with bachelors' 
degrees or equivlent experience. The board considered nine 
specialty and fourteen sub-specialty areas as foilov7s: 



a. 



b. 



Specialities : 



( 1 ) Engineering duty 

(2) Weapons Engineering duty 

(3) Heterology 

(4) Cryptology 

(5) Law 

(6) Intelligence 

(7) Public Information 

(8) Supply Corps 

(9) Civil Engineer Corps 



Sub-specialities : 



(1) Ship Engineering 

(2) Weapons Engineering 

(3) Environmental Science 

(4) Cryptology 

(5) Intelligence 

(6) Public Information 

(7 ) Politico-military Strategic Planning 

(8) Material Support Management 

(9) Personnel Administration 

(10) Financial Management 

(11) Communications 

(12) Computer Systems Management 

(13) Operations Analysis 

(14) Science 14 



14 Navy Times, 



December 30, 



1964, p. 1 



15 



Dy comparison with the $100,000 voted for ships by Congress 
in 1775, table 2, page 16, illustrates the current financial 
scope of the navy. The table depicts the new obligations! 
authority provided for financing the operation of the Department 
of the Navy for FY 1965. 






* 



As the nation has grown from a small country primarily 
dedicated to a national interest which might be described as 
a concept of " fortress America 5 ' to a nation par icipant in 
world affairs, so has the U.S. Navy grown in size and scope. 

The navy as has been shown has grown from a simple sailing fleet 
created by an appropriation of $100,000 to a navy composed of 
667,000 officers and men manning complex weapons systems and 
supported by just under $15,000,00u,000 in annual appropriations. 
Coincident with this growth the officer corps has had imposed 
upon it additional functions in many diverse specialized areas 
of endeavor. The navy has become an "International Navy" 
operating in a complex world. To assure that the officers best 
qualified to man the navy have been selected and promoted to 



higher rank and assigned to the responsible jobs, the navy has 
resorted to the use of an officer appraisal system — the report 
used in the system as has been shown to have been changed 50 
times since inception of the system, it would appear that the 
factors which have been discussed militate strongly for the need 
for a critical examination of the officer performance evaluation 



systcm~-a system which has more or less "grown up" in the navy 
since ISIS, in summary, these factors are: 
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(1) a tremendous growth in physical, technical, political, 
and financial size and statue of the navy. 

(2) a redefined national interest-~f rom a ’’fortress 
America" to a nation participant in world affairs. 

Each of the foregoing factors certainly could have a 
significant impact upon the purpose, scope, and attending 
effectiveness of the officer evaluation system employed in the 
navy today. In such an evaluation of the appraisal system the 
following fundamental questions appear germane to the analysis: 

(1) Is there a need for an appraisal system? 

(2) What are the criteria for an effective system? 

(3) What are the purposes that the system must serve? 

(4) What is the scope of the appraisal problem? 

(5) Does the system serve the purposes and scope; if 
not, what changes are required? 

A critical examaination of the foregoing questions will 
provide means for evaluating the effectiveness of the current 
appraisal system in use in the U.S. Navy. The examination of 
the aforementioned issues in suceeding chapters will assist in 
providing an answer to the question: "Does the officer personnel 

appraisal system employed in the U.S. Navy provide effective means 
of evaluating and selecting those officers best qualified to fill 
billets of command responsibilities encompassing duties which 
require management of men, money, and materials in both a national 
and international 'technical navy' in support of the United States' 
national purpose and interest?" 

. 
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Chapter II will examine the need for an appraisal system, 
the criteria for an effective system, and the purpose and 
scope of the appraisal system. 



CHAPTER II 



NEED, PURPOSE, SCOPE, AND CRITERIA 
OF AN APPRAISAL SYSTEM 

Need, Purpose, and Scope . 

The Need . Is there a need for an officer appraisal system 
in today's navy? The readings in the field of appraisal produce 
two points of view as to the need for an appraisal system. Some 
writers contend that a formal personnel appraisal system is 
necessary in order to have an effective organization. In contrast 
to the foregoing view, others maintain that an appraisal system 
is not necessary in today's environment and further they contend 
that man should not be placed in a position which requires him 
to judge another person. They believe that it is neither ethical 
nor can such value judgment be scientifically and accurately made. 

An essential element to be considered in the resolution of 
this fundamental issue is the point that all organizations exist 
to achieve an objective and that procedures would, therefore, be 
employed which will allow that organization to best achieve its 
objective. To accomplish its mission the navy must identify those 
officers who are best qualified to perform the mirad of duties 
required of the naval officer's profession. 

Charles A. Beard, however, explains the need for such value 
judgments quite lucidly as follows: 
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;v-* T 1 



:1 sciwr.tis- may declare, xr he x/x 






, whet 



'■-.ore 



nrciiiuous process of va lux up, or 



enacting that go..s on in society, which makes for the 
euauge of culture by discarding the old and addins the 
a-w, but by his declaration he merely shuts his eyas to a 
largo part of the "data" of this field, essential and 
dw-tw-nainins data. 

ham an desires, inter-- ct s , hopes, admirations , dislikes. 



;oc_ax scion 



ts 



.-nd resentments will not disappear because 
ref us _ to tahe them, into consideration and o s ten tat icus ly 
decline to express any opinions respecting them. 

It cannot be denied that tubing such value judgments 
and excisions in many departments of Life- -family , economic, 
v.r.d pol_tical--is Ivtardouc business. The good or bettor 
setup by one person may be denied or trampled upon by others; 
or the course chosen may produce unexpected or unde sired 
results . nevertheless , in such hazards is life entangled; 
and nothing is gained by refusing to face the facts. 

The socaii sciences, then, are ethical sciences. As 
ethical sciences, they arc concerned with good or bet tor 
conduct ana good or bettor material and social arrangements.! 



It uppers from the foregoing that the magnitude of the 

responsibility imposed upon the naval officer to fulfill the 

.--.signed mission suggests the necessity to have a formal officer 

appraisal and selection system.- -recognising that no such system 

will bo perfect, but nonetheless necessary! 

The Pure o so - -bureau of Naval Personnel Instruction 1611.12 

gives the purpose of the Officer Fitness Report as follows: 

Fitness reports aro the primary basis for selecting officers 
for pr emu tier and assignment to duty. Realistic objective 



^valuations of individual officers are essential to the 
accomplishment of each of these tasks. The failure of a 
reporting senior to appraise and record either outstanding 
performance or the shortcoming of any officer under his 
command not only is a grave failure to meet a public trust, 
it is an injustice to the careers and opportunities of the 
able and competent. - 



-are , The Nature of Social 



Sciences (New 



* Charles A. Bse „ 

'fork: Charles Scribner's Sons, 1934) op. 39-44. 

-J.S. Navy, "Bureau of Naval Personnel Instruction 
1611. 12" _ 4 April 1962, Enclosure (1), paragraph (1) (b). 
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Further insight into the purpose of the navel officer's 
.color. eye ten is provided by Vice Admiral 3.J. eenm .cs, J'r., 
:he preaana Chief of ..aval Personnel, end by Vice Admiral 



bas-oerg , „BI, deb veto we 
ires or. t incumbent 



the Chief of Naval Personnel 



.o — . 



Vice Admire:! Smcdborg , then Chief of Novel Personnel, in a 
name rand an doted 18 Septr.ebor 1932, titled “Memorandum to All 



described 



Officers Signing fitness Reports as Reporting Seniors’ 1 _ 
i-hn of the appraisal system as follows, ,! The suitability 



p v. e \j i 


cilO 


particular 


of 



of the selection 


system is to 


produce 


the 


leaders of 


Vice Admiral 


Semmes , the 


ore sour 


Chie 


f of Naval 



particular of racer ror ruture assignments, selection, cr 
retention is based in large degree upon evaluation, furnished by 
nos reporting seniors .... I t must be remembered that the function 

tomorrow. i '~ l 
Personnel 

who is the officer charged with proper administration of the 
, officer appraisal system, writing in the ’’Officer Personnel 
Newsletter” ampiyfies the purpose and major uses of the fitness 
report as follows: 

r lno performance shown in your fitness report record is 
reviewed before every action taken by the Bureau of Naval 
Personnel. It is most evident when promotion boards aro 
deliberating , but is equally significant when officers are 
being considered for reassignment, command, post-graduate 
education, service colleges, or continuation.^ 



•^Memorandum to All Officers Signing Fitness Reports as 
Reporting Seniors from Vice Admiral W.R. Smodbcrg, ill, USN 
Bureau of Naval Personnel, Washington, D.C. 18 September 1952. 

4 U.S. Navy, Bureau of Naval Personnel, The Of ficer 
Personnel News letter , (Washington, D.C. , January I960), p. 1. 









Nrcn tho foregoing cist ussier. it can bo coon that content 
ins tructio-.s loot two purports tor tho uss of tho fitness report 
rocoroj ( 1 ) selection for promo tier. , and ( 2 ) selection for 
assign...ant to duty. The Chief of Havel Personnel, hewrv-.-r, has ) 
further interpreted tho purpose to include such ancillary functions 
as sal-ccicn for: ( 1 ) command , ( 2 ) post-graduate -aucaticn, 

(3) service colleges, (4) continuation cn active duty, and 
(b) augmentation of Reserve Officers into tho Regular Navy. 

hnc fc lie veins section in this chapter will examine the 
scope of tho probiers as it evolves from tho foregoing purpose. 

IV. - ccr.cludins section of this chapter will then examine the 
criteria which should be met in an effective a-praisal system. 

Tb o p so- o --?crsha?s the 003 inning point in examining the 
scupe of th^ appraisal and selection problem is to consider the 
number of officers governed by the system. At the end of tho 
pave fiscal year (30 June 1954), there were a total of 76,4CCP 
officers on active duty. These officers were distributed ir. 



rani: as shewn 


in table 3, page 23. 


A total 


of 17,689 


off 


iccr j 


• .re selection 


for promotion in fie 


sal year 


1964, and 


i5 5 


239 


were selected 


in fiscal year 1955. 


Table 3 


also prov^ 


.dee 


the 



;ur cent of those officers considered for promotion, who were 
actually promoted. During fiscal year 1966, the navy estimates 
it will select 17,772 officers for promotion. The scope of the 
problem can be appreciated when it is recognised that to select 

-’Statistics in this section unless otherwise noted are from 
records of Tho Statistics and Analysis Section, Bureau of Naval 

'P.'-.’i’rwi'il T>-’DC A 
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a , u G 0 lo 18,000 officers for promotion each year, .ny 






cord- rr.ust: bo screened* Table 4. 9 * ^ i 



5 5 - iwCv, 

eloctibn Analysis provides in anamination 
-- of record.. considered in the case of officers 



— s 'j P ' — — w ^ . j_ i;in j ^iG ]_* 



o_ 



u---d - s_ected to four 



:~s-«\;o Rear Admiral, Captain, 



.l^LV. 



4-*t Cc’.umnr.ncr , and Lieutenant. From this somoie is 



pruvaato a "bard's eye view" cf a segment of the selection. 



7 3 officer 



^embim... .-or tnc tour rar.hs considered a total cf 9,27 
. ware eo-.sadered; 5,561 were selected for promotion. Generally 
|, the nuno^r os t at ness reports submitted on each, officer average 
ao^at two and a half per year. 6 As an illustration those officer 
. osa.-.g ss_ectc^ for promotion to hear Admiral have completed about 
2/ yanro cf active service; thus each would average about 67 
!' - ■* — ic^c rc oor u c in r.is record - -a tota 1 for 'tho grcuD being 
considered of 55,374 reports. 

Tasie 5, page 26, FY Selection Programs, Selected Statistics 
. UoS. Navy shows tno scope of the fitness rooort and selection 
'problem as related to selection for post-graduate school, service 
; college, and transfer to the Regular Navy. Annually about 14,u00 
: to i7,0C0 records must be screened to select about 4650 officers 
j.cr tnasa programs, plus about 850 alternate candidates for the 



n.oo programs 



— c ±. crcgcinj oricr examination of tnc scooc of tho aoo^a^ °ai 
to-cctaon program in the navy is by r.o means all inclusive. 

° Interview with the Head, Fitness Report Branch, Bureau 
o_ .-.aval Personnel, October 23, 1964 
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tcj aha fitness report records do select officers for ccmnana-- 
. for com.and of capital chips, aviation squadrons, naval air 
stations , etc. 



' • ' ’ *-<- M. Mandoll and Sally li„ Greenberg of the 



m .. -o. 



Division, bureau of Program 



,->a c 



tancards of the United States 



)ivii Service Commission. authors of the Personnel Methods 



jl . w ; 



, do, 2 



pas. oh let titled Selecting Supervisors state that t: in 
general, experience with systematic selection plana indicates 
that they arc most needed. . .whore the number of potential com- 
petitors is about ter. or more and where the total sine of the 
organization is about 1,000 or more" . 7 

From the foregoing it appears that the scope of the appraisal 
and soioeteon problem in the navy suggests the need ror a 
] systematic appraisal and selection system and also that the 
i| magnitude of the appraisal and selection problem will act as a 
practical constraint upon the criteria and procedures which can 
i ba employed in any selection system which is used in the navy, 

; ! Criteria ...a d' .-rats of an Aon raise! System. 



Cr: ter: t of an Antral a l Svstc.m -.-It should be obvious, and 



I yet it may need emphasis, that an officer appraisal and selection 
. program in the navy is no panacea. Such a program cannot produce 



I qualified officers if there are none such among th 



e Oi-i—cars 



7 Milton M. Mandcil and Sally H. Greenberg, Select ing 
rvirors , U.S, Civil Service Commission Personnel Methods 
Pamphlet hashing ton, D,C. : Government Printing Office, 1955, 

0 w «, 






t cannot correct acrj.cicr.cuc c.n. 



from poorly defined re* 



oponoibilitico end an ineffective organizational structure, cr 
fro..-, luck of educational opportunities. It cannot provide 
officers who will perform miracles in "operations" , "build high 
personnel morale ' 5 and attain "high rcenlistm.cnt rates" if the 
personnel arc basically inadequate or if pay is low, advancer.. ents 
in rating are rare, equipment is poor, and working conditions 
are long and result in many months at sea away from home and 
family. It cannot result in the full use of the officer talents 
if the officers have to spend a major portion of their tin.- pre- 
paring lengthy evaluation records and reports. It cannot be 
off active if the evaluation reports, once produced, do not lend 
th -rase Ives to practical easy use for the purposes intended. It 
cannot be effective if it dees not measure those characteristics 
and performances fairly and accurately which will assure promotion 
of those best qualified. 

Thus, it 'would appear that essential criteria of an effective 
appraisal and selection system would include: 

(a) "wont . The system cannot make quality where quality 
ocas not exist. The first criteria thus becomes one of assuring 
minimum qualifications are possessed by the input of officers 
into the system. 

(b) Appraisal Techniques . An effective system must, to 
remain dynamic, consider and use those appraisal techniques which 
in best combination will assure the best possible appraisal and 
-election means. This means that the system itself must bo under 
constant appraisal to assure incorporation of latest appraisal 



f, 
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m s tn o c s a: 3 uch 



n.y covicoc, 



\7 r i ^ c ] y 


The cyst cm mu s t 


prev: 


v Q Q 


for c. va 


f those factors 


which related to 


both 


the 


pro son t 



^.e^trerc. c. 

the new ^obs envisioned for those solected~-or future potential. 
The measuring device must provide for proper do s crimination, 
between the qualities and performance of the gre -p being measured. 
The results mast be perceived by those affected by the program 
as being "a fair judgment”. 

(d) Practicality . The most elaborate appraisal system which 
ceuld to devised would be useless if it cannot meet the test of 
practicality. To be effective any system must be one whi eh 
includes procedures and appraisal forms which can bo easily 
t administered with a reasonable expenditure of time. Likewise, 
the results must be in format suitable for use for which intended. 
In o results must lend themselves to reduction to practical, easily 
I interpreted results suited for selection purposes. 

T laments of An Aenraicai System -- Ii £lements of an appraisal 
I •>t > t! 



system” is used in this section as a term to include the tech* 



I nique s , procedures, and methods employed in the appraisal and 

! selection orocc.: c of a formal appraisal ar.d selection system . 

Any appraisal system should be concerned with employing the best 

combination of procedures and techniques as an integral part of 

I the program. This section will list and discuss the various 

tcchnioues and procedures which are considered oertinent to an 
* 

appraisal ar.d selection system. The principal advantages and 
j aisacvar.tagce of each procedure or technique well be considered. 
This examination will provide guidelines for an analysis 



of the 



/""S 
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appraisal sy stem which is employed in the U.S. Favy. 

It is considered that as a minimum an effective appraisal 
and selection programs for supervisory positions would employ 



(1) minimum qualifications, (2) supervisory appraisals, 

3) written tests, and (4) interviews. 

hir-lv -m Qua?, if icat:.ons --Mir.imum qualifications in an 
aporaisal and selection system fall into two areas of consider- 
ation. First are those minimum qualifications which must be 
possessed by each individual in order to be considered for 
initial entrance into the enterprise --for example the minimum 
qualifications to enter into the naval officer corps. Secondly, 
minimum qualifications then also come into play as the i:.dnvidaal 
is considered for selection to a higher position within the 
management or officer corps hierarchy of the organisation. The 
establishment of minimum qualifications is the simpliest, and 
if valid qualifications are established, the most effective 
means of insuring that the candidate possesses at least those 
minimum qualifications desired. The serious shortcoming of 
this method of selection is that it is most difficult to sot 
valid critcria-~ir.valid criteria might exclude automatically 
many fine potential candidates. 

Supervisory Ae-orai sals - -Supervisory appraisals vie with the 
oral interview as the most widely used appraisal and selection 
device in use. This type appraisal technique involves two main 
types of qualification inquiry: fhc qualifications investigation 

which involves interviews with persons who are acquainted with 



me 



and 






Candida te * s perf ormancc , 



and the written appraisal cu.,. tier.- 
airo or form in which the supervisor records his evaluations,*' 

11. is latter method is the principal appraisal device in cm in 
the officer appraisal and selection system currently in. use in 
the U,S. Havy-- currently it manifests itself ir. the forms £;s 
chows. in figures 10 and 11, Appendix C» It V7ill be noted that 
the form used for appraisal of flag officers uses the narrative 
statement form, chile the form used (NAVP2RS 3 1 01 7 ) for evaluation 
of all other officers uses a combination of narrative and check 
off rating f actors--factors which the rater simply evaluates and 
checks in an appropriate box. 

The appraisal forms which have the principal emphasis upon 
the checkoff system lend themselves to summary of the eval- 
nation results mainly by a clerical process of giving set weights 
to each factor and calculating a total numerical score. The 



nsx: 



:ive appraisal forms on the other hand must be evaluated by 



a committee or board. The validity of the evaluation of the 
narrative form is limited by the training and competence of the 
board to make valid judgments. 

The principal shortcomings of the narrative appraisal form 
are that the evaluators give as much credit to technical com- 
petence as to supervisory qualifications, they give as much credit 
to hearsay evidence as to direct observation, and they give as 



A full description of the qualif icatior.s investigation can 
be found in the Civil Service Commission 8 s Handbook, H-110 and in 
the following article: Milton M, Mandell, !, ?he Qualifications 

Inveo sigaticr." . Personnel, Vol 28, (1932), pp. 387-390, 
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much or usually lt.orc credit to 



forceful T>hras-eolc.;y- -even 



though the lees vigorous words x;ore intended by those providing 



the information to record equally high praise, 
narrative form by comparison with the checkoff 
more time to complete, I 
extr^. time would appear v 



jrxna..Iy, tno 
form roouiras 



advantage: 
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following as she 


s of supervisor appraisal 
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selection method 


(c.) Is 


provides an ^adit 


nt con oa 


rticieate in the 



:nr; 



process; (b j its use can motivate employe a a to do a better 
job an their current work assignments; ar.J (c) then uali 
done, it is the bv-sc method for evaluating personal 
ch_sw.cteristicc because appraisals result in information 
on how the applicant actua_ly behaves, as distinguished 
from the artificial situation of an interview or a written 
personality inventory. Its dicadvantagos are that 

(a) workers may be suspicious of it because of the oppor- 
tunity it gives for the exercise of personal bias and 

(b ) it demands great skill on the part of those evaluating 
the information given, and whan a vouchor is used, on the 
part of those filling out the voucher. 9 



brat ton Tests--Os 



all laothcds used in selectmen eystcir.G 5 

B 

: x nr it ten tests probably receive the most criticism. It is 

I I 

if absolutely necessary to be highly discriminating in selecting 
]] correct and valid tests to use as a part of a selection program. 

poorly prepared — others just do not measure what 



boms tests ur, 
it was intended to measure. 



\ 



ino amt ten 



easily be conceived 



re can inspire "blind ioyalty :i --it can all too 



a finite, objective 



and accurate 



rn o o y * ' 



of measurement. To overcome this major shortcoming of the written 



9y/-, ,•> 1- 
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and Greenberg, On. cit . , p. 15 
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Oils- TiX Z-/Z 1* C C 1 1 C O wZ,Zt tUO vv jC 1. t t o n test met Z Z. w V .*.1.0. az_e 

t‘.ic.t written toetz o lie ale be or.!}' ora part of an effective 
cppraicnl and selection program* 

Those who oppose written toots offer the following ua.an 
criticisms of the device: 

(1) T , Written toots do not measure personality charactcristacs- 
thcrefore it is easy to forget that what is desired is to nature 
personnel in order to select those who are possessed with tech- 
nical, judgmental, management, ar.d human relations competence . 

(2) 'fritter, tests are not valid; that is, they do not 
measure what is intended to be measured, 

(3) individuals do not show their true ability in written, 
tests . 10 

(4) Candidates say one thing in answering a test and do 
another in the work situation. 11 

The proper use of written tests in an appraisal and selection 
program can officer a number of advantages. Principal advantages 
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Mar; coll and Greenberg assort that this criticism as more 



justified in n 



•for manes to: 



;uc 






as typing, etc. 



They amke a .significant observation that it is probable that 
those very fr; persons who go completely to pieces over a writ son 



tc_t do not have the maturity and stability needed for 
supervisory position. (Mandoll and Greenberg, On. Cat 
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15) 
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ire a cat a s our. 



in Milton M. 
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Jorrolatcs of the Supervisory Judgment Teet^, 
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uorii 1956), op. 79-S0 ? Kandell and Greenberg 



■I^ZC tz. 



:c.h7.ar:; ooc orvatior.: Theoretically true merit occur; m 



actual orwicticc it 



been found that thoee who give th 



on a v^lid teat are significantly more 



ihd.ly 



zee correct 
u o o c* 



successful in the 'work situation and to nave desirable personality 
charac Christies. (Mandell and Greenberg, On. Cat,, p. 16). 
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cl such use arc — s follows: 

(1) Valid tccto car. measure factors importune to _^b 

OUCC 333 . 

(2) A large number of candid-roc car. compe to , a 3 - 
relatively economical coed. 

(2) lusts c-n be used as a screening device to oilmans. to 
large numbers of candidates , making it possible to tl.cn limit 
more expensive methods to those thus showing the most promise 
on the written teste. 

(-:-) Tests car. improve morale, rejeeted employees are 
generally more pleased that their non selection v;as based upon 
objective evidence rather than someone’s subjective opinion of 
them. 

.lany types of tests exist for use in personnel management. 
T.-ose considered as having possible potential for personnel 
appraisal and selection purposes are as follows: (1) General 
Intelligence Tests, (2) General Aptitudes Tests, (3) P^rsenalit 
Tests, and (4) Achievement Tests. 

C-nsml Inter' snr-'co Tost s --Kany definitions of ir.telligenc 
exist in the writings in the field of testing. This writer 
considers the most useful definition defined as: !: thc power to 
learn or to adapt to new situations 11 . The foregoing definition 
might suggest that this type ability is subject to direct oval- 
uatic.. . 

However, ability to learn and adapt to new situations can 
only b- inferred. Thus, intelligence tests are tests which arc 
deigned to "measure the t> or fcrmar.ce of tasks the successful 
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of which is generally bwlicved to b~ capenderj;: 
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the intoiliecncw test would be that it provides an ctb 
. * a toe the inference. 



Intelligence 



include been individual 



r.rl 



to etc an current u 

^ roue teats. The former bci-.g administer^ 1 by a tester t 
cn.^ individual at a time-such teste nay bo composed of write 
cr^l and performance testing procedure 

generally a pencil and paper, written test administered t 
group. The Army Alpha and Army Bet 



ihe group test as 



•**\ •n 



a rests arc examples ox a no 

. of tor 



group tests 9 while the individual tests arc ones pattcrr.c 
the fiaot-Sirson tests which first appeared in France from 1905 
to 1911. 

The resuits of intelligence tests as raw scores have little 



roan mg o or selection uses. Tn 






ults rmisl 



tncrei'ore , oc 



reduced to various derived measures which can be used for oiahir. c 
comparative analysis of the scores. The most commonly used 
measure is the Intelligence Quotient (IQ). 

Ger oral Attitude Tests- -Aptitude tests parallel 



t " 1 •* r*/t 

a ^ — -i- a_ r e a. s — . v. 



tests but arc narrower in scope. Aptitude tests measure the 
individual’s potentialities in terms of specific abilities 
> resulting from inheritance and general cuoericnce but disregarding 
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Gnm ana Co., 1959, p. 242, 
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t - ab_liaiwS resulting from specific training or cducacic-.. 
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fists which offer appraisal and selection pc sw.it L. i ir. chic 
catw^cry arw ones '.hi eh measure mathematical , verbal, reading , 
a-ud supervisory judgment abilities. 

l.rur h.tr"' T .. ■ts -~?crsonality tests are those which are 
ueclgnod to treasure personal traits and charactwristics. Thwse 
include a wide variety of tests. Principal ones uswd in this 
tasting area ^re as follows: (1) Interest Invcntorias--writ ten 
surveys of those objects and activities from which the individual 
derives satisfaction, (2) Trait-Profile 1-Ica sureneut — Tn j 
candidate's responses to questions arc compared and rated against 
a number of scales which represent such traits as dominate-, 
stability, friendliness, etc., and (3) Performance-Criterion 



h .usare.r.sr. r- - Thw candidates responses cn thi: 






are usee to 






in general, whether or not his personality is lihc that 
of supervisors who have performed well on the job. 

The results of personality tests must be carefully interpreted 
by parsons specially trained for such interpretation. The ob- 
vious advantage, however, is that the potential is offeree to 
match individuals to a particular -job. 



, ntiirr* 



Ac h lev • merit To s t s - -Achievement tests arc used to me; 
general achievement ar.d also specific achievement areas. General 
achievement tests consist of a battery of tests. Achievement 
tests in such areas as professional knowledge , technical knowledge , 
management philosophies and techniques, knowledge of organizational 
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Ibid, p. 250 
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_s 5 etc. appear to ol 
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•pee. 



end Cenc'.’n- ' on. 



appears nccccc ary 



from oh a di.. cue cion in tiers chapter it 
that the navy employ a systematic appraisal and selection cyst, a. 
The selection system must enable management to select those 
officers considered best qualified for assignment to responsible 
Jobs entailing the management of men, money, and materials — in 
peace and mar. Such management directly will determine the 
success or failure of the navy 5 s mission--projcction of power 
from the sea in support of our national interest. Thus, such 
a., appraisal and selection system rr.uwi; provide discriminating 
selection of officers for promotion and assignment to duties. 

The magnitude of the appraisal and selection problem would 
seem to militate for an appraisal and selection system a hi eh 
would at a minimum employ a combination of all applicable 
appraisal and selection techniques, procedures, and methods which 
would, hopefully, in toto, provide an effective system that would 
acquit itself well according to the following effectiveness 
criteria: 

(1) Validity --an efficient and accurate measurement of 
whet the system is intended to measure. 

(2) Reliability — the efficiency of the oysters to measure 
what it docs measure consistently. Thus, if an appraisal 
procedure cr technique does not consistently measure those factor 
d*..^..r<..d for selection and administrative purposes, reliability 
wcu_a not curst in 'the system. 
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cud procedures which vi^l provide or. a deque sc r:.e„:er„ o_' ail of 
she factcx-s, traits, and cnaractsrxstics required for resin;; 
ssicetion judgments* Thus., rhe procedures rust allow for ueneur, 
cf e i 1 faa-ts such us per eon- If try characteristics, general e pri- 
sed s 5 etc. --where such 



f the individual for performance in the duties for which hi 
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(4) C b *i i. c t i v i t y - - 1 h e system rr.ust attempt to minimi re sub- 
jective evaluations. Procedures should bo employed which will 
give the bswt objective data from which the individual's por- 
fromanco and potentialities for future performance may bo info: 

(5) ?rnc" ’.c-.i:' f- 7 --the system must uee methods which poss^ 
characteristics of a cuite oraee_cai nature. The procedures. 



•rec, 



_ „ 7 . 



ante uo. 



:oer_xsa_ eevtcos usee 



be economical, have 



case of preparation, administration, and scoring (reducing to 

ucuablo comparative measurements). 

( 6 ; Utility - - the system must possess the ability to serve 

i ds h.nite needs in the situations in which it is used. Thus, ti' 

appraxsai xerms and records must serve as efccctxve management 

! selactxou. tools -.;hxch permit selection of those best qualified 

*■ 

■ for promotion and assignment to duties of responsibility such 

i U3 command of ships, squadrons, and naval stations; post-gradu. 

, educc-tior.; test-pilot training ; allied staffs; continuation on 

!, 

active duty; and augmentation into the officer corps of the 



regular navy. 
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Thus, it is envisioned that Chapter III s?ili provide the 
Liya ins the effectiveness of the system and for 
recosmoricntione for such improvement as can bo determined 
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General — As v:s scon in Chapter 1, th: 



‘lair^c record- 
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s u..r. :..: nt scr w. tortus lire© vra'cton c::xc«r apprarsd 1 
kcvy '..’ns provided by oroide 19 of the Rules, Regulations , and 
Instructions for the Ravel service in 1313. Those reguLatrortw 
required that Commanding Officers, upon paying off the cram 
report has evaluation of the officcro to the Secretary of the 
Rnvy and the Board of Comic donors. Printed ©valuation forms 



not provided. 



Regulations for the Government of the U.S. navy 'ate 



published for the first time in 1855. For several years there- 



after changes to the regulations V7ere issued by "Regulation 
Circulars**. The foregoing regulations indicated that three 
forms ’mere to be used in reporting on the fitness of officer: 



-•.'avy Regulations in 1870 eliminated reference to th 



for...:: indicated by the regulations of 1865. The neat ref^renc 
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ippeared in Regulation Circular 



1 n 0, 



eo , ..o aeptmascr 1891. This regulation required submission of 
firnowS resorts on ail officers and uas the first regulation to 
Actually promulgate printed forms for use in making the appraisal 
ana 0 nc detailed instructions for completion of there. 
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bo analyzed in turn. 

?or" .a Concurrent "joo--T\,o forma are in concurrent u.3 



for afcpraieai of naval officer port o-rance. 
forme is related to one rank of the officer 



ine use on tn 
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tie... ee ueea to r^coru aoprsisai on officers on slag r_nu. fnc 



n.—. 



ileVilRS 310k*. is used to record appraisal of officers 



of the rank of Contain and below. This is the first time that 



a rank classification has been used to determine use of fit 
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*t forms used in. the appraisal system in the navy. 
Initially, Regulations in 1865 indicated three forms v.mr^ 



to 



used: (1) Form 25--usod to r< 



of sou-drone, divisions, and vessels 



(2) form 25- ~us _d 



to report on lino officers, and (3) Form 27 --used to report on 
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’Dates and Regulations taken from “History of the Officer 
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officer- . Two forms i:cr^ provided : u 

Gn. officers in command -flout, end (2) Form 3~~us-d to report 
or. -Li ot.ior officers, with no distinction node air.one officers 
on commend -shore, these not in cornennd, or staff off -cor-. 

Article 237, Navy f.-pulatior.s , 1393 added a third foe. 1 , 

Form C» P.epuiation Circular No. 10 of 19 A us. -t 1335 described 

the use of the three forme a- follows: (1) Form A — for reports 

on officers an corn', a no afloat, (2) Form B — for report- on all 
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'lent, and (3) Form C--ali officers pcrfcra.arp 



cueees. 

The three forms remained with the navy until 19C3 eh on the 
three forms wore reduced to two . This revision resulted in one 
report for evaluations officers in command, both ashore and 
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jr variablv a which were considered significant for officers in each 
of eh- foregoing categories. It should be noted that the traits 
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;h sea general areas--f ormal educational level, physical quali- 
fications, personal moral and conduct standards. 

The civilian input must meet the following requirements: 
l) l-Iaio citizcdi of the United States, (2) Baccalaureate 
mgrec from an accredited college or university, and (3) Physical 
t ualif ications , including age limitations. ^ 

Inputs into the naval academy (including personnel from 
:he enlisted ranks of the navy) and those enlisted personnel 
.nputs into other pc^rgrams leading to a commission as an officer 
.n the navy, must meet similar minimum qualifications. 

r'inimum qualifications are also used as a control device 
'or entrance into specific programs within the naval officer 
:orps structure. For example, Bureau of Naval Personnel 
instruction 1520. 85A sets the minimum qualifications for officers 
r officer candidates to enter the training program leading to 
osignation as a Naval Aviation Observer. Among other require- 
nts, the instruction specif ies . "possess a bachelor's degree, 
r equivalent, from an accredited college or university 1 *. 

in all cases candidates for a program leading to a commission 
. the naval officer corps must receive favorable character 
•commendations from responsible individuals. 

Thus, the selection system currently in use in the navy, 

a 

ploys a porgram of minimum qualifications as an essential clement, 



11 



U.S. Navy, s, OCS Campus to Quarterdeck", Phamphelt issued 



7 the Officer Candidate Dchool, Newport, R.I. Washington, D.C: 
overnment Printing Office, 1963, p. 24. 
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Toots --Several types of tests are used in the naval officer 
apraisal and selection system. Tests are used to determine 
artial eligibility for entrance into the officer corps and for 
election to various special programs within the officer corps 
tructure. Tests have not, however, been used to determine 
election for promotion in rank within the navy. 

Perhaps logically the first test to consider is the i: Officer 
[•salification Test". This test is administered to candidates 
pp lying for a commission or for a program of training leading 
o a commission. The officer qualification test is a nir.ety- 
inuto general intelligence test which partially determines 
ligiDilrty. 

A new test was added in January, 1965. Beginning in 
enuary 1965 a standardized Department of Defense test is 
dgiini stored to each entrant. This test is called the “Defense 
fficer Record Examination". It is a general mental aptitude 
cst. The results of this test will be used to determine how 
.cwly commissioned officers compare with college graduates as 
. '..hole and how officers who stay beyond obligated service Com- 
oro with those who don*t. Navy Times , in an article titled 
All Incoming Officers Getting New DOD Test" stated that the 
osuits of the test will not, as the defense directive says, 
be Uocd as a technique for the selection of officers". -- 

^ “Letter from W.S. Belvin, LTJG, USNR, Naval Recruiting 
fficer, U.S. Navy Recruiting Station, 631 "E" St., N.W. 

Ashing ton, D.C., February 18, 1965. 

""' Navy Times . February 24, 1965, p. 1. 
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Tacts arc also used within the officer appraisal and 
r Lection system in the navy to screen officers for special 
.-ograms, For example * an achievement and aptitude test is 
cd to establish basic entrance qualifications and selection 
mcc the Aviation Electronics Officer's Course. This is a ten 
sr.ths course of instruction given at the Naval Air Technical 
raining Center, Memphis, Tennessee. Similar tests are also 
-cid on other selection areas, such as in selection for training 
-acing to qualification and designation as a Naval Aviation 
;sorvor. The Aviation Qualification Test (AQT) is administered 
> candidates for the latter program. Bureau of Naval Personnel 
istruction 1520. 85A specifies that a minimum score of three is 
paired on the foregoing test in order for a cnadidate to be 
laddered eligible. 

One of the major selection requirements within the naval 
cficer corps is the selection for promotion in rank. As will 
- recalled, it is necessary to select between 15,000 and 18,000 
"fleers for promotion each year — the requirement that a forced 
ctriticn must be applied to those eligible makes this selection 
:oa a critical one. This is a critical problem both from a 
ractical as well as ethical viewpoint . 

Tests have not been used in the navy as a technique for 
-lection of officers for promotion. Prior to World War II, 
ts, (achievement tests) were used to establish basic technics 
-d professional qualifications after selection for promotion-- 
-330 tests were therefore qualifying tests designed to assure 
t minimum technical and professional qualifications were 
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ossessed by the officer before advancing him to the next higher 



Similar qualifying tests were also used in the navy in 1949 
.nd 1950. The test used in 1949 was limited in scope. This 
:est examined the officer in executive management and adminis- 
rative subject areas. The test in 1950 was a three-day exami- 
nation which included the foregoing area covered in 1949; and. 
.dditionally , technical and professional subject areas. These 
ests were discontinued after 1950. For a period of time after 
950, promotion was based upon selection of the officer upon 
is fitness report record and his basic professional and 
echnical qualifications established either through duties per- 
ormed, courses of education received at the various service 
chools and colleges, or by his studies through correspondence 
ourses . 



By the end of the decade, the navy shifted to selection by 
itness report record. The fitness report record is supple- 



mented for selection purposes by a record of duties and studies 
hich the officer under consideration has performed. 

The navy has not used the various personality and interest 
ests within its appraisal and selection program. The fitness 
■eport form currently in use, however, measures several personal 
raits and characteristics--by the reporting senior rather than 
•y the individual himself as is the case in the personality and 
nterest survey type tests. 

From the foregoing discussion it is seen that general in- 



•ank. 





elligence tests, general and specific aptitude tests, and 



Od 

faicvenent tests are being used in the navy's officer appraisal 
■„d w election system. It is apparent that the tests are used 
connection with other measurement and evaluation means. This 
ncept appears to meet the criteria of an effective system- -use 
all possible and applicable techniques in combination to 
ovide an effective selection program. An exception might be 
.e use of such tests as the aptitude and achievement tests used 
J selection for entrance into technical training programs such 
the Aviation Electronics Officer's Course. Such tests, 
rover, have been in use for a considerable period of time 
,d have been determined to possess a high degree of validity 
.d re liability- -such validity and reliability having been 
ermine d by correlation of the success or failure of candi- 
•.tcs with tests results. 

Sorervisory Appraisal and Interview - -The interview as a 
lection technique is used only indirectly in the appraisal 
-a selection system for selection of naval officers for 
•omoticn. It is used in a more direct nanmer for selection 
candidates for commissioning in the officer corps and for 
lection into the various programs available to the enlisted 
r sonne 1 which lead to a commission. 

Bureau of Naval Personnel Instruction 1611.12 which details 
c procedures for preparation and submission of the fitness 
•port on each officer in the navy provides the basis for an 
direct interview program of appraisal. The instruction states 
•at: It is expected that reporting seniors will exert positive 

adorship by discussing weaknesses when detected rather than 
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waiting until the occassion arises for fitness report submission 
Also the instruction specifies that if an officer's performance 
is merhod as "dec lining !l the circumstances must have been dis- 
cussed with the officer reported on and the discussion, reflected 
in the comments section of the fitness report (Section 21). 

Thus , while there is no formal requirement that an in- 
terview be conducted coincident with the preparation and sub- 
mission of periodic evaluation forms on each officer in the 
navy, the instructions governing the program provide the basis 
for the inclusion of such a program--it requires an interview 
under certain circumstances as the foregoing shows. 

In contrast to the fitness report program, the interview 
is more directly a part of the appraisal and selection process 
in selecting candidates for the various programs leading to a 
commission in the officer corps. In these programs, an interview 
is required as a part of the selection process. The results of 
the interview become a part of the candidate's application. 

Again, however, this is a specialised use of the interview and 
not a periodic appraisal interview of each officer. 

The use of the interview in the naval officer appraisal 
I 

and selection program appears to be properly placed into the 
program. The sise and scope of the selection program would 
appear to preclude from the standpoint of practicality a more 
i frequent or formal periodic interview of ail officers. Thus, 
it appears from the practical and utility standpoint that the 

14 2U?2RS INSTRUCTION 1611.12, op. cit ., p. 17 



i .1.1 4 
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»avy s s reliance upon the written supervisory appraisal form- -the 
'itneso report~~as its primary appraisal and selection technique 
,s a sound concept. 

The first part of this chapter traced the development of 
he fitness report form. As was shown the form has been changed 
raquant ly- - such changes have been made in an attempt to provide 
more objective and valid measurement. The present system makes 
so of two forms. The form which is used for the appraisal of 
lag officers contains only narrative evaluations in the fcilow- 
r.g areas: (1) Professional Performance , (2) Personal Qualities 

3) Promotional Potential, and (4) Future Assignment. As will 
a recalled from earlier discussion, promotion to flag rank will 
•e attained by those selected after completion of about 27 years 
ommissioned service. Each officer being considered for selection 
o flag rank will have had his performance recorded over an 
mxr.sive period of time in the report which is used to report 
r_ all officers below flag rank. Thus, a significant record of 
r.dividual trait and performance factors will have been rated 
n each of these officers during this period of time. The results 
f the narrative flag officers fitness report, supplemented by 
is accumulated record, is considered suitable and adequate for 
election and duty assignment purposes. 

The flag officer’s fitness report is used in the periodic 
ppraisal cf the 250 flag officers. NAVPERS Form 310W, in 
ppeadi*: C is used to record periodic appraisal of the remaining 
6,150 naval officers on active duty. Fitness reports are sub- 
It ted annually on each officer serving in the ranks of Lieutenant 
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Du. .•vc.v.ira 1 . Scnianr.ua 1 report s are required cn officers 
lor ir. rank to Lieutenant. Additionally, reports are roquirec. 
oacli officer '.eon he is detached from his assigned duty station, 
r. the officer’s reporting senior is detached, and upon special 
-stone. The requirement for submission, of reports under the 
cgG-ng conditions provides each officer with an appraisal 
ora which will contain appraisal reports from several re- 
ting seniors, as wall as several reports from a given ra- 
ting senior. The multiplicity feature of the fitness report 
torn as a valuable feature. The system allows "personalities" 
one reporting senior or "personality conflicts" between a 
ortir.g senior and an individual officer to be "balanced" over 
long-run, 

Tuo current NAVPERS Form 31017 contains 23 sections. As will 
r.otec from an examination of the form, several of these 
tions contain personal data on the officer, duties performed, 
loymont of the command during the reporting period, the 
aeio.i for the report, and various identifying data, etc. 
sections of the reoort most relevant from the standpoint of 



.sea*, are as sorrows: 

14. Duty Assignment. 

15. Overall evaluation. 

16. Desirability. 

17. Closeness of the observation. 

20. Leadership. 

2., Comments, including minor weaknesses, adverse comment 
whether the officer has seen the report, and the tren 
of the officers performance. 



o. tt 



:nt Net inn Scale- -Tord description. 



:o 



-score oo_^c. 



:pprcr 






an four sections of tins titr.ess report, 



*..w_*d descriptions arc aligned in columns which a ileus aopr-i. 



Ci iii 



the appropriate "box" . A five point r. 



sale is -orovidod to ass inn n 



mams an 



sections 14, 15, and 15 . 



cur of the five ratings in section 14 (Duty Assignment) are 
urther divided into upper and lever graded sections. Section 
0 (Leadership ) is provided with a seven word scale. The word 
ascriptions which are used tend to force the recorded ratings 
o gravitate toward the higher ratings --few ratings fall in the 
acceptable and marginal" bones --that this discrimination has 
een a problem in the navy is illustrated by the following comment 
ado by the Chief of Naval Personnel in a memorandum to all 
f fleers in 1952: 

Although the new form has been in use only a short 
time, many marking seniors use the one-in-one-hundred 
rating block even though such marks. . .fitness reports 
mast be objectively prepared in a just and equitable 
manner. . .over assessment of the_ average officer leaves 
no scope for the brilliant one. ■‘■■5 

That the same problem- still exists is indicated by the 

xr.rr.ants of the present Chief of Naval Personnel in his 

.'marks to reporting seniors in October 1964. 

The spread of figures in 15(b) gives an indication of 
your marking standards --easy, tough or objective. This 
is possibly the most important section of the report. 16 



'~ > £modberg , Memorandum to All Officers, Op. Cit . , p.l 



16 



The Officer Personnel Newsletter, 0- o .Cit., p. 2, Section 



>(b) is a forced rating scale which is designed to force 
-stribution or "discrimination" between officers rated. 
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form is des_gnud to orovidc 



;y, prcccxcsl r; 



•rdir.g evaluations; however * it appears that the use os 
:d descriptions coupled with a limited means to discrinin; 



i . ^'-.nations (5 to 7 ratings ) is not providing the dosired "spread" 



The Chief of Naval Personnel has stated 



.a.e o-.ie most significant factor in selection is the “officer 1 s 
: s: tn.-n in billets assigned to him". Section 14 of the 
its- ss report provides for an evaluation of the officers per- 
or ranee in the following assignments: (a) Present Assignment , 

b) Shiphandling and Seamanship, (c) Airmanship, (d) Collateral 
uties, (o) ..s a Watch Officer, (f) Technical Specialty, 

g) Command Potential or Ability, and (h) Administrative and 
sr.a^evunt Ability. A brief description of each of the rated 




«o» -V 



S'- ;:ion 15 of the report provides the means for or. ovmr-nli 



T’A? — Ot 



of the officer reported on with others of his 



ttc.; 



d length of service. Additionally , the section require 



orced-rating'-' of all officers considered, 



inns section is 



cc 



to provide a discriminate spread in the rating 
the officers. Tho earlier quote form tho Chief of Java! 
rsor.r.el indicates that it is not as effective as it could be* 
Section 16 (Desirability) reflects an evaluation of tho 
ficor for performance in operational, staff or administrative, 
d foreign duty. This section provides an evaluation of tho 
fleer -s professional and technical competence, and the 
notability of the officer to the duties listed. 

Section 20 (Leadership) includes an evaluation of the 





traits and cliwracrcriat 


ics : 


(1) ? 


ro f e s s iona 1 Knowledge , 


) Aral 


Courage, (3) Loyalty, 


(4) 


Force, 


(5 ) Initiative , 



y Industry, (7) Imagination, (8) Judgment, (9) Reliability, 
0) Cooperation, (11) Personal Behavior , (12) Military 
aring , (13) Self-expression, Oral, and (14) Self-expression, 
itten. The traits measured in this section of the report 
ovide a means to infer the officer 5 s suitability for various 
signmonts. For example, self-expression, both written and 
si, are essential chills required of staff officers. Thus, 
a recorded evaluations in these areas should give a good 
dication of the officer 5 s suitability u O jT a 3 3 j»2n.-v3Ll 'c *co joxrvc 

p T v r* 

o*. 1 u « 

Tho instructions and the report form indicate, as has been 
dicatcd by the background information in this paper, that the 



0 

-? 
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User is concerned with utilisation of at, on, money , and .tutorial. 
4 w ...'/ -pacific reference to ,; mor. !! is in the instruction under 
e c :in_sisn of administrative end management ability. Tne 
.nnsr in which an officer ic able to ’-utilize the iron" under 
.s control would appear worthy of rare direct evaluation. 

Tt- fitness report record enters into each and every 
rsonnol action ir.vo iving an officer’s selection and as signn.mt . 
Tcctiou of naval officers for promotion to the no:-:t higher 
nk, as well as selection for command, service college attend- 



ee, post- gr _ due t o education, and several other special purposes 



on board 


action. 


eO- 


action boards convened 


electing 


officer 


s for 


promotion arc the 


governed 


by the 


rr.o z tr 


rigid regulations and 


convened 


for the 


othe 


r purposes cited are 



occcures. scare 

ss formal, but in central utilize the same records as promotion 
loctior. boards for raanin^ their determinations. 

r :1c: at: on Procer.: --The selection board is composed of nino 



fleers who arc appointed by the Secretary of the Navy. The 
he ore of the board are senior to the officers Loins considered 
r promotion a..d the board membership is composed of officers 
h specialty bs.ck3r0ur.ds roughly in proportion to those being 
-iSicorod for promotion. Both the Secretary of the Navy and 
0 Chief of Naval Personnel make certain recommendations end 
ovido 3enorai 3uideiir.es for selection criteria to bo usad 
the selection process. The board may, however, proceed in 
'/ .meaner it dcsires--tc completely disregard the guidelines 
c viced them appears unlikely, however. 



J 



rd 



C5 



ot c—c~: o~ i ic^r cc-.Licor cC 2 _s : . 



jroviuwd to tho board for icj, use* Thio cunraar" 



u wi „ w , 



a c.icrn an 



;' this form is „how.i in figure 14, page 



'•’Officer Summary lie cord” , a retroeue si m 

s c7 ar.c o t , 






noted by comparison of 



u;*w m 



ort form 



ui:C - d. 



+ slant some of the rated factors of the fitness report are 

sanepo — d to the ’’Officer Summary Record”, Those rated factors 

."weighted", a total weighted score is prepared for each 

-tr.ese report. The preparation of the Officer Summary Record, 

deluding the calculation of the weighted scores, is prepared 

/ cl or ho in tne Fitness Report Section of the bureau of Naval 

jrionnel. The relative weights of the rated variables arc not 

Detained in the fitness report form nor in published instructions. 

The fitneSw, retort form used in the U « 3 . Marine Corns is 
■ 

pitc similar to the report used in the U.S. Navy for naval 
C fleer appraisal. The Marine Corps also uses a summary of the 
if icer ’ s record for selection purposes. This summary is hnown 
p thc’dlastor brief Sheet”. A copy of the master brief ch-ct 

(noi wituird //> fftn rSiei/i >> 

s provided as figure 15, page 69, The astute observer will 
stc that this sheet is designed for preparation by electronic 
eta processing means. 



The officer summary record also contain. 



summary os 



ef ernatien on each officer obtained from sources other than 



rs fitness retort record, 



>r example, education, medals and 



yards, correspondence courses completed, and special quali- 
tcatlons as determined from the fitness retort record; and. 



dcitionally, qua_if ications possessed by the officer and 



o. 






»ia7/- Col ItfgOS) 
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Fig. 14. --Officer Summary Record 
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Fig. 14. — Continued 



corded nnJ by other ndministrusivc 



A 



iCJ JLo 



7, 



;s 71 end 72 



. ^ e. > <_. * 



copy o: 



t. a .* *; . 



jy GI bleep: 



\ -n r» b* t y* ,, -p /-• ‘ P ■ 

• .w. w w> i. X i — ^•iwWj.V, J. 



cord current: iy maxn tarred or. each or fleer in the bureau of 
vai Personnel, Manpower Information Divio ion. 2- brief c:-:a 
stion of tho record rover is bleat much cf tho dote, required 
r preparation of tho sur.tr.ary record is no v in the navy's 
octronic data processing system. Tho additional selection 



c L.ors , 



core. 



fitness report ratings, could be easily added to th 



14 



The information on tho selection pro 



cose was pro 



era facts gathered from an interview with the Head of 

...opart Section of the bureau of Naval Personnel; 
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CO.lRARISGil Or EAVY A AD ARMY APRIL. ISAL REPORT: 



chapter will enamir.e briefly the development cs 



_flccr appraisal report currently 



n o 

* W 



~ - *J W_> i. C M ••• J 



nn. The U.S. Amy Officer 2£f iciecr." 



-ore, ;:i:e ere n&vy*s ion, Retort cn the witness of Officer... 
uc purpOww of this comparison re to provide rr.oanc for detecting 



rcce-chrrco in uoc in the army which, if employed in the r.av 



3 -• 



pord i sal 
oraseal. 



co lection eye tern, might improve naval officer 

wiC< i. AD C l- X. v«e «, _ e 



£ ' ^ o , A rv.y Off : cor 2f f icicncy 



'; v w 



— 1 T.V 



'.S, ..my has 
pr r..any year: 
eport need ii 



.oyed an officer appraisal and selection eye. 



.of ay. 



:he history of the officer efficiency 



the army is c. scribe 



t .- 



our cr.rn Arr.y 



lit v.C ' c 



as follows: 



of requiring 



o-ficiency report on each officer began early in this 



' *•- -1 v> ry 

- ^ — -*o 



ilc was first orroloyod 



R-oort Tor ., however . 



century. »i standard 
coring herle 7 ,/ar I. 

The. pre : ent Efficiency 
direct descendant of the first form 67 adopted in the 
<-iriy I92oc, It provided the first A my -wide standard: 
cr '-yard at iclce” by which all raters could asses 
c: lit i cations and achievements cf their office 



»_> e. — e "v_- 



i _cp._ 



the rater chose the aooroprlatv. 



asjwctivevai rating from a group of five standard ratings, 
ranging from "Unsatisfactory” to "Superior”, Later a 
r- viced form. ^7 replaced the adjectiveval ratings with 
a numerical scoring procedure, but space was provided 
for raters and indorsers to supplement the numerical 
ooore with, brief descriptive comments of their own. 



eoeovoaeeoe 



oodooe*ou£e«eeucooeo 
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t-. 



_ :n i:b.3 validity or 01 onv ... /. r.. 

c iv' £ x c o _ — b >_ -i .u^c. Oil c. o!i<, coiiclrobcii s 



i -c* ‘h "i ■ ' 



-v.Ou *.« C *^0 uO C:C'J\. 



»•*••- dr J- 



swirnl yt- rr; evidence? Imn asm groran-g that the of. 
ii.ci.~acy r -.porting ays com mas in r.c-d of oubst.-.nti.h 
cb- v ■-•... Ir„ 19 to rork b=;-r.n on tin davolopm.snt of n 
ro r erting iom one onilc. sir/ in kuopir.g with present- 
boy n\. r ( — rc-nOiTiCCo 
bj' innio^; irirb ube 



,v'_:; sc form nil! bo instituted 



^ 1961. i 



nr. uni rating cycle in Sop tomb 
-•'-on the foregoing brief l.iotory it is apparent that the 
Army Officer efficiency Report has prcceadcd through about 
■>.3 — xr»o dove iopnonta 1 stages no has the have! Officer fitness 
port, . : .r> examination of the army E s report form., figure 12, 



nt_ir,od in apponda:: C 
} Cl— n.c-vy 5 s report fern 

1 1 u j noujCt 



/ill reveal cone marked similarities 



-ew o 



one significant differences 



—ri:on. ... ; Poms --The Arcyk report fora is divided into 



b-t main parts. Several of these parts contain information 



U Itl-i. ^ <a.« 



o.o one navy torn. 



Part 1 of the forms contains almost 
ao sane inf emotion- -personal data on the officer and duties 
e has t_r_orrted. Likewise, part IV contains an evaluation cl 



‘ n *— o c, — * 



However, 
.rtny of cons idemt ion. 



r* *. rr r*. 1 



differences in the ferns 



will be immediately noted that 
■is ara.y proviees for marking by a "rater" and an ‘'indorser 11 — 
'iso it provides for approval or modification by a reviewing 



fficcr 



1 -,. 



army, "l..o haw Officer Efficiency Reporting System" , 
-partnens of the Army Pamphlet 355-25, Washington, D.C.: 
me r ament Printing Office, 1961. 



. - — ' * » V. r. V»>w L- U- 



/ ✓ 

the navy'- form, it provides for 
closest leva l of -uoervisicn, the sa^onc 
i§t - supervision, ana fatally it tho third lovul of cup „r • 
»4 m‘- "->/ the reviewing officer. The navy rocogniCwC that or. 

. or- patusion of fit-iosa reports reporting seniors may ir.~ 

. :•. a 1 _y use a s.miiar system for the prepetition of the 
oth. out in this regard current bureau of Naval Personnel 
refuse ion -sate: 






ndsng officers frequently require executive- office 
—..ds of departments to report to then on the t> or- 



ient .ce ot oi racers 

«. . a_ . - sT v— — T L. w» Cl . 1*0 

j. i i i . v. . 1 _ _ 1~1 .1 1 ' J C 1 ' 



li— o J- L- u> - - - 



for the ue'- of the commanding officer 
fitness of all officers under 



his command and shall not bo forwarded to the Chi-f of 
Naval fmrsonnei . - 



sc cone mag or ai._ ercr.ce 



-Li: uiiO 



ecu re j 



r* »*, -o 



v *"*> p f /~i /■** 

— L-* — Vu 



i the two forms : 

The arrays form provides in the 



:r. it--L£ the relative weights used to score the various 
•iabloj. The officer preparing the report assigns and 
.cuiatec the overall score assigned to the officer rated 
-to part IV of the form., figure 12, appendix C and parts 



V. 



:r.d VII of the report). The rating ar.d scoring procedure 



Tne navy torn 

accorded to the 



’ Q y* • 

•/ ar.d navy system of officer appraisal. 

.-..ins r.o indication of the relative weight: 
icus variables which are rated, nor is thi: 
th_ applicable bureau of Naval Personnel instructions. Rather 
me v: eight factor- abound in secrecy — those defending this 



“TUPhP.S 



*o r •; 7^v" 



i i\.U O 



T10N -611.12, oo . cit., p. 9 
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onceot claim it makes for a more objective evaluation.-’ It 
ould appear, however, that if a reporting senior is not fully 
ware of the proper weight of the various variables, then his 
valuation of the weights will be as he views them-~certainly 
ariable standards must prevail under such a concept. 

The grading scale used by the army in its Off_cer Efficiency 
sport allows for a finer discrimination in the assignment of 
ame ratings. Section VI, for example, a.! lows for a wide range 
c numerical grading. The rating of variables is separated into 
istinct categories. The various categories are accorded 
Lfferent "weights". Significant distinctions are explained 
/ the following quote: 

The 6 adjectival ratings in the left-hand column of 
part VI are defined for efficiency reporting use in 
AR 623-105. These adjectives are not exactly matched, 
with those used in the corresponding steps of part IV. 

The intentional variance emphasizes the distinction 
between the subjective evaluations of personal qualities 
contained in part IV and the objective assessment of 
demonstrated performance that is the major element of 
part VI. 



The division of part VI into the two sections headed 
(1) Overall Demonstrated Performance and (2) Estimated 
Potential is significant. It is a reminder that the 
main purpose of the report is to evlauate demonstrated 
performance during the rated period. This is emphasized 
by the relatively higher scoring weight given to the 
ratings under demonstrated performance, compared to the 
ratings under estimated potential. ^ 



O 

-The philosophy expressed in this section was obtained from 
iterviews with civilian and military personnel in the Bureau 
'• Naval Personnel who were concerned with using the fitness 
sports for administrative action or in various phases of 
llministration and selection and detailing process of naval 
:ficers, October, 1964. 

^•Department of the Army Pamphelt 355-25, op. cit . , 



p. 10. 
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The navy's appraisal form combines demonstrated pcrformunc 
and estimated potential into one rated factor. For example, 
the instructions which outline the procedures for preparation 
of the navy's fitness report states that : "The mark in 

Administrative and Management Ability should not only reflect 
observed performance in this area but also should take into 
account the reporting senior's estimation of the officer's po- 
tential for further development in this area.’ 1 -* A single mark 
to evaluate two distinct areas such as the foregoing docs not 
appear to provide a valid measure of either variable, nor does 
it appear that a composite grade would provide a valid measure 
of the two variables. 

cit . , 



5 SUPERS INSTRUCTION 1611.12, on 



D 



14 . 






CHAPTER V 

SURVEY 0? OPINIONS 0? THE NAVAL OFFICER 
FITNESS REPORT AND SELECTION SYSTEM 



Mandell and Greenberg , in discussing selection of supervisors 

n the U.S. Civil Service, proposed three general criterion 

o test the effectiveness of any supervisory selection program. 

nder each criteria, they listed several qucstions--thcy assert 

hat a favorable answer to all of the questions must be the goal 

f an effective program. An examination of the criteria which 

hey propose indicates that the criteria are quite applicable 

o the navy's officer appraisal and selection program ar.d that 

he answer to several of the questions can only be obtained by 

oliciting a value judgment from those affected by the system- 

group of naval officers. This chapter contains the results 

- a survey of opinion on the effectiveness of the naval officer 

itness report and selection system. The survey was conducted 

7 providing a questicnaire to a sample group of naval officers 

a active duty. The replies obtained from them arc tabulated 

a this chapter and are designed to provide an answer to the 

allowing applicable question posed by Mandell and Greenberg: 

The first criterion is, of course, the quality of those 
selected. Are the best in the area of competition coming 
out on top? What is the quality of those selected? Then 
come the administrative criteria. Is management accepting 
the program? Are there unreasonable delays? Are the 
program costs less than the values received? Are the best 
employees competing? Is the program providing an in- 
centive to ambitious employees to do a better job? 
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Finally and equally important re th\ human relatione 
criteria. Do the employ ?.... j f.__l that the plan gives 
them a fair chance of -at Ling h :_d? Do they like the 
supervisors produced by the plan?! 

The respondents were recucated to r-nse various variables 
n a 0 to 4 nu.-^rical scale and to fill in answer es to corral, 
uestions. The zero rating implied no value, the remaining 
to 4 rating was used to reduce the results of the survey 
o a per cent rating. This concersion was considered to pro- 
’ide a more easily used measure. 

The conversion of the results was performed as illustrated 
•y the following example: 

Weighted 



of Item 


X 


Number Rating Item 


=Tota 


0 




0 


0 


1 




4 


4 


2 




8 


16 


3 




2 


6 


4 




4 


16 



Totals 14 42 



Then: 42. = 3.0 

14 

Then: 3 . 0 - 4.0 

X 100 

Finally, then: X = 75%; or rating of 75% Effectiveness. 

Analysis of the Survey --The following is a tabulation 
tad analysis of the results of the "Survey of Opinions on 
:he Naval Officers Fitness Report and Selection System"; 

Respondents, personal data: 

LT through CAPT, 7 to 22 years of commissioned service. 

U.S. Navy, line and staff corps officers. 

'. Fitness report writing experience of respondents: 

Dept. Hd.--67, X0--13, Reporting Senior--20, None — 7 

'. The rated effectiveness of any formal training received 

by the respondents to assist them in writing fitness reports: 

17.6 

*Kandell and Greenberg, op. cit ., p. 45. 



i 
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The majority of the officers 1. ^ received no formal 
training in appraisal t.iwory c.^sruction in writing 
fitness reports . This •• coceiourcd by them to be a 
major weakness of the system. 



Informal training con si 
1611.12 and briefing by 



ted of reading SUPERS INSTRUCTION 
re sorting seniors. 



Could wo have an effective officer 
of a fitness report system? — NO. 



ccrps without the use 



Mould the army system of multiple supervisor ratings 
provide: 



a. a more objective and fair l. valuation: 


28 


Yes , 


72 


No 


b. do you recommend such a system for 
the navy : 


36 


Yes , 


64 


No 


Has any reporting senior shown you 
your fitness report: 


64 


Yes , 


36 


No 



If your reactions: Adverse- -G 

Motivated to Improve -- 56 No ..eaction--22 , Pieased--22 

Shou-d the fitness report bo shown to the 
officer reported on: 



Optional 50, Yes 28, No 22 



Factors considered important in selecting officers for 
assignment to billets foreign duty (allied staffs), 
Joint Staffs, and Command: 



Professional knowledge 


78 


Human skills 


21 


Management skills 


36 


Motivation 


21 


Judgment 


35 


Leadership 


20 


Personal, traits 


35 


Initiative 


15 


Performance 


30 


Character 


14 


Language Abilities 


28 


Tact 


14 


Experience 


28 


Adaptability 


14 


Staff abilities 


28 
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The following factors war; reported with a frequency of 
10% or less: 



Integrity 

Reliability 

Imagination 



-ISt 

C-.pwCity 

Goot>._ration 



Loyalty 

Combat potential 



10 Factors were reported with a frequency of 10% or less: 



Force 

Capacity 

Creative Thinking 
Human Skills 
Responsibility 



Cooperation 

Character 

Loyalty 

Technical Skills 
Adaptability 



2. The effectiveness of the fitness report for uses: 



a. Promotion selection.. 

b. Duty assignments 

c. School selection. . 

d. Command selection. . 






w a a o « w 

o c o » 



-» » u 

* « • 



..90 
. .65 
. , 76 
..90 

..75 



e. Motivation, better performance. . 

3. The importance of the following factors: 

a. Personal traits. 53 

b. Human relation skills .............. 76 

c. Technical qualifications ........... 69 

d. Combat potential. ................. .66 

o. Professional qualifications... 33 

f. Management abilities ........85 

g. Physical endurance and health. .... .50 
n. S t a — r abilxtxcs.............. ...... ^5 

4. The validity of the fitness report system as a tool for 
selection uses for promotion of officers: 
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5. The importance of the following sections of the fitness 
report for selection uses: 

a. Section 14, Performance of duties....97 



b. Section 20, Leadership( traits 80 

c. Section 21, Comments 80 



6. The effectiveness of using: 



a. the same form for all officers 71 

b. separate forms for line, staff, 

specialty officers 34 

c. separate forms by rank, one for 

CAPT and below, one for flag, 71 



'•? 



7. 



For selection board use* c'. 
record summary, the factor, 
calculated : 



■ roduce an officer 
‘'weighted 11 and score. 



B. 



a. 

b. 

c. 



would knowing the ,!t : 
reporting seniors... 
of value to the offi 
BUi’ZhS should use el 
processing to proper 



'ei ;hts" so of value 

•O'**# 

cer raoortod on. ... 
ectronic data 
e such records 



The effectiveness of SUITES INSTRUCTION 
1611.12 as an aid to report preparation 



to 






• 57 
.44 



op 

, o o 



56 



9. The effectiveness of the forced rating 

scale in section 15 as a naans of getting 
a "spread" in the ratings 80 



0. The adequacy of information generally 

available tc officers on tr.o rennar in which 

fitness reports are used for the various 

management and selection uses 36 ‘ 



1. How well do you believe the fitness report 
system provides you a fair chance of 

getting ahead 80 



2. .low veil the system selects those best 
qualified for promotion. .............. 
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Observations --An examination of the results of the survey 
ndicates several observations which provide "value judgments" 
s to the effectiveness of the navy's officer appraisal and 
slection system as perceived by those most affected by the 
/stem, the naval officers. The significant observations to 
2 made from the responses of the officers are as follows: 

a. 100% of the respondents considered a systematic appraisal 
id selection system necessary in order to have an effective 



fficer corps. 

b. The system is 
-ficers for promotion 
lat less effective in 



considered highly effective in selecting 
and command selection (90%), and some- 
selection of officers for duty assignments 



35%) and school assignments ( 76 %>) 



S3 

c. ihe system is cor.cicc.jd t'. 7= arzective for providing 
:he individual with a fair enance ci vesting ahead. 

d. The most important rated factor is considered to be 
"performance of duties" --the effectiveness of the system to 
neasure this factor was rated highly effective, 97%. 

e. A serious deficiency is considered to exist in two 
areas. Naval officers generally Inch ( a ) adequate knowledge 
and understanding of the elements and criteria of measurement 
used in the system, and (b) lack formal education in appraisal 
and selection theory and procedures. 

f. 8S% of the officers considered electronic data 
processing could be effectively employed to improve officer 
appraisal and selection. 

g. The factors which are rated on the current fitness 
'report correlates highly with those considered important 
for selection uses by the respondents. 

h. human relation skills (767=) are considered significant! 
more important than personal traits (58%). 



•TER '/I 



EFFECTIVENESS OF THE APPRAISAL AND SELECTION SYSTEM 

SUMMITRY ANl CONCLUSIONS 



Genera I - -This paper has examined aha officer appraisal and 
selection system as it developed ar.d as it currently is used 
In the U.S. Navy. The appraisal ar.d selection system is used 
:o select r.aval officers for promotion and assignment to various 
iuties ar.d special purposes such as command, post-graduate and 
service college education, continuation on active duty, and 
augmentation of Reserve Officers into the Regular Navy. 

The examination has revealed significant changes which 
lave occured since the inception of the first recorded appraisal 
if naval officers in the navy. Significant environmental changes 
lave taker. place--a great advance in technology, a change from 
i "national" to an "international" navy, the country has de- 
veloped to a high level of economic end intellectual capability, 
md a tremendous increase in the body of knowledge relating to 
lunar, behavior and appraisal techniques. 

The foregoing changes have exerted a significant impact 
lpon the navy--the basic duties and functions required of the 
levy officer have magnified. Initially, the naval officer’s 
job was rather simple--he was concerned with manning and 
lighting sailing ships equipped with relatively simple weapons 
systems. Today the scope of the job entails officering a navy 
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comprising some 670,000 personnel — spending approximately $15 
pillion dollars annually. The naval officer's duties include 
performance in billets requiring a high degree of technical, 
judgmental , management, ano nunan relations competence. Officers 
" nust perform effectively in U.S. Navy billets, and also in joint 
end combined staifs — staffs \/here the officer is required to 

f 

leal effectively with, members of the other branches of the U.S. 
Department os Deionse and with members of foreign armed services. 

Five questions were proposed in cnapter I which appeared 
germane to an analysis of the effectiveness of the navy’s 
>f f icer appraisal and selection system. A summary of the 
answers to the five questions would therefore appear the most 
appropriate means for concluding the analysis of the system. 

(1 ) Is there a need for an ao^r-isai system ? 

\ systematic appraisal and selection system is considered 
necessary in order to have an effective officer corps-- the nature 
3f the duties required of the naval officer appears to demand it. 
rhe magnitude of the personnel selection program would indicate 
-hat a formal selection program would be required to select those 
Jest qualified for assignment to duties of increasing responsi- 
bility. This position appears to be supported by the respondents 
:o the survey--100 per cent replied that a formal appraisal and 
selection system was considered necessary to have an effective 
officer corps. 

(2) ’/hat are the criteria for an effective system ? 



)ne might easily decide that an appraisal system is necessary-- 
>ne can not as easily decide if the one in use is most effective 
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"'.a effectiveness can only be deter i^d by “value judgments". 

ns wrtter has attempted to males hie value judgments as objective 
s is possible by examining the system, in toto, against the 
laments and criteria considered most useful for measuring 
f f ectivencss . The various elements of an effective appraisal 
nd selection system appeared to be used in proper balance in 
he navy 9 s officer appraisal and selection system. While each 
f the various elements and techniques, in toto, would appear 
o provide a balanced system, woaknessess appear apparent in 
arious segments of the program.. These woaknessess will be 
utlined under the last question to be considered in this chapter. 

(3) What are the purposes that the system must serve ? 
he S}' stem, must be ab.le to measure and record those factors 
rom which may be judged the excellence of individual officer 
erformance. Accordingly those officers nay then be identified 
ho are "best qualified" for: (1) entrance into the officer 

orps, (2) assignment to duties, (3) promotion, (4) special 
ducatior. and training, such as post-graduate and service college 
ducat ion; or in simple terms, "the leaders of tomorrow". 

(4) What is the scope of the appraisal problem ? 
he scope of the appraisal and selection problem in today’s navy 
s of fantastic magnitude. As will be recalled only 4,376 officers 
ere in the navy at the beginning of World War I--today it is 
ecessary to select between 15,000 and 18,000 officers for pro- 
otion each year, and screen some 14,000 to 17,000 records to 
elect officers for post-graduate and service college education, 
his illustrates, naturally, only a part of the selection problem. 



/ 



ne sheer me. 5 n 2 .tude or the puos_err. _:.r;o:cs practical restraints 
pon the procedures which c^n ..e u-od. 

C5> Does the s ystem s ^rvo tb. pu rpo se and scope; if not, 
what changes arc rec wired ? 

.'here is an old adage--"One cannot argue with success". The 
oregoing cliche might be used as an argument in defense of an 
affirmative answer to the question under consideration — such 
.argument would, however, serve to 
/iew that "we should maintain the 



rvc 


to 


sub st a 


ntiate the point 


of 


in 


che 


status 


quo because the 


navy 


UITO 


sei 


ac* 1 ” in rr 

J O 


officers for the 


various 



purposes enumerated earlier". Thus, it is contended that it 
should be conceded at this point that a creditable appraisal 
and selection job is being done. The question is therefore: 

'What changes can be considered which will improve the effective- 



ness of the system?" 

The problem of selecting candidates for entrance into the 
officer corps appears to meet the essential criteria outlined 
Ln earlier chapters. The method of selecting entrants, as will 
>e recalled, is based upon three basic elements: (I) minimum 

lualif ications , ( 2 ) written intelligence and aptitude tests, 
md (3) mcral and conduct standards of the individual. 

The selection of officers for the other major administrative 
>urposes is determined by an evaluation of the officer's complete 
*ecora. The primary instrument used in his selection is his 
'itness report record. The officers responding to the opinion 
:urvey indicated that they considered the system to be effective, 
’his thesis, while generally s\ipporting the same point of view, 



n .as indie: ted certain weakness . :s _n The system. The final 
section of this chapter will nrovi" a a summary of the weak- 



nessess of the system. 

I o a k r. e r, s c s s - ~ Th e weaknesscss seen in 
appraisal and selection system will be di 
topics: (1) Practicality, (2) Testing, 



the navy’s officer 
scussed under three 
and (3) Objectivity 



and Improved Reports. 



(1) rracticalitv . The volume of fitness reports which 
must be summarized and considered by selection boards indicates 
a need to emoloy electronic data processing equipment in the 
officer appraisal and selection process. The Officer Summary 
Record can be easily, quickly, accurately, and efficiently 
prepared by electronic data .processing means. 

Tho use of electronic c. .ta processing equipment in the 
selection process would improve the systeiri--it would allow the 

I 

selection board members sufficient time: 

a. to better determine the desired criteria of measure- 
ment for selection, and 

b. for careful study and deliberation of those cases 
which fall into the "zone of closeness". 

It appears that- the major portion of all officer selections 
can be fairly and accurately performed by electronic data 
processing means. A correlation of the actual selections to 
the grade of Lieutenant and Lieutenant Commander for this past 
fiscal year (table 4, page 25) with selection by electronic 
data processing means might prove enlightening and very 



orthwhile 



vO 



(3) 



T.o< 



use cr 



in personnel appraisal and 



election oroccsses is relatively r.c,;, Knowledge in the field 
f testing has been growing at a rapid pace. The increased 
se oz testing by the navy in recent years for selection and 
ppraisai purposes has been, pointed out in this paper. It is 
:onsidered, however, that a more deliberate program of testing 
:ould be undertaken. A deliberate study program of testing 
:ou!d result in an improved officer appraisal and selection 
;ystem. The recently announced use of the Department of Defense 
Officer .record Deamination provides one example of the use of 
oests for administrative pur poses --but the stated purpose is 
entirely too limited in scope and vision. It appears obvious 
:hat the use of general intelligence and aptitude tests should 
3e correlated for every conceivable useful appraisal and 
selection use. Tests results should be correlated with each 
individual's success or failure in specific programs such as 



: light training, post-graduate education, performance in 



>pecialities , fitness reports, and promotion. 

Test results could provide a means to determine the 
r alidity of the selection system. Correlation of tests results 
■ T ith the results of the selection system might assist materially 
.n detecting and correcting weaknesses s in the appraisal and 



election system. 

(3) Objectivity and Improved Reports . It is evident by 
he discussion in this paper that it is difficult to obtain 
bjective fitness reports which provide an adequate 
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"discrimination of measure: one". Improved and more objective 
reports for use in naval outer aporaisal and selection might 
be obtained by use of the following: 



a . An 
more finite 



improved rating scale which would allow for a 
grading; such as the scale used in the Army's 



officer efficiency report, section VI, 

b. Defining the meaning of each rated variable in the 
fitness report form used for the officer's evaluation. 

c. Separate evaluation sections for measuring past 
performance in specific duty assignments and estimation for 
future potential. 

d. A more direct evaluation of Human Relation Skills. 

The manner in which the officer utilizes one of the most 
important resources, men, is not adaquatley evaluated. 

e. Clearly defining the weight accorded to each rated 
variable in order that reporting seniors could make evaluations 
on a standard basis. 



f. Assuring that each officer is provided formal education 
in appraisal theory and a thorough knowledge of the "workings" 
of the officer appraisal and selection system. 

Cone ins ion --This thesis was directed to the following 
question : 



Does the officer personnel appraisal system employed 
in the U.S. Navy provide an effective means of evalu- 
ating and selecting those officers best qualified to 
fill billets encompassing duties which require manage- 
ment of men, money and materials in both a national 
and international "technical navy" in support of the 
national purpose? 



.X 



It is concluded that 



cyst ci is doing a creditable 



ob of evaluating and se 
o perform the functions 
oes not imply that the 
he navy is dynamic. If 
ppraisai and selection 
ystem can be improved. 



lacting those officers best qualified 
enumerated above. This conclusion 
system is perfect. Weaknesses s exist 
the navy is to remain dynamic , the 
system must remain dynamic. The 
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Fig.- 1. — Form Number 25 
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Report, of Staff Officers, 1865 
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OFFICER FITNESS REPORT-U.S. MARINE CORPS 

NAVMC 1 0147— PD (REV. 6-63) 

(SUPERSEDES 2-57 AND 4-61 EDITIONS WHICH WtU 6E USEO) 



SECTION A 



EMBOSSED PLATE IMPRESSION (Name, Grade, Service No., MOS's) 


EMBOSSED PLATE IMPRESSION (Organization ) 

* 

•V 

• rt ■; 


* 1 . NAME ( Last ) ( First ) ( Middle initial ) 


GRADE 

USMr 


SERVICE NO. 

, -V* t 





*2 ORGANIZATION 



*3. PRIMARY MOS 



ADDITIONAL MOS's 



4. OCCASION FOR THIS REPORT (Check appropriate box) 



□ 



□ DETACHMENT OF OFFICER REPORTED ON 

(Enter unit or station to which detached , below ) 



□ 



CHANGE OF REPORTING 
SENIOR 



□ CONCURRENT 
REPORT 



□ 



OTHER (Explain below) 



5. PERIOD COVERED; FROM (Day, month, year) 


TO (Day, month, year) 


j MONTHS 




i 


6 PERIODS OF NONAVAILABILITY (30 DAYS OR MORE) ( Explain ) ,, V £ 

i 






t 


7 DUTY ASSIGNMENTS DURING PERIOD COVERED: A. REGULAR ‘(Dates, descriptive title, and duty MOS) 




•> r : «. 




\ J * 






. * 


B ADDITIONAL ( Descriptive title and number of ntofiths <) 

it 


t . 




MARKSMANSHIP QUALIFICATIONS 

( Lieutenants and Captains ) 


8. WIFE'S ADDRESS e*' 

* . 

I 


9. AGE, RELATIONSHIP OF DEPENDENTS REQUIRING TRANSPORTATION 


















10. OFFICERS PREFERENCE FOR NEXT ASSIGNMENT (1st choice) 


v v 
















( 2nd choice ) 


( 3d choice ) 




i } 


SIGNATURE OF OFFICER REPORTED ON 




4 




•DATE 


* 


SECTION B (To be completed by repotting senior) 


. ■ ■ . 




11. NAME AND GRADE OF REPORTING SENIOR 

e * 

LT. • e< 

•-# » . 

•S 


US 


12. DUTY ASSIGNMENT 

» * 


/ W 


- 5' 












1 3. RECOMMENDATIONS FOR OFFICER'S NEXT DUTY ASSIGNMENT 

r i 








•t • 
It* 











14 DURING THE PERIOD COVERED BY THIS REPORT- 



YES NO 



(fr) Has the work of this officer been reported on in a 
commendatory way? 

(6) Has the work of this officer been reported adversely? 

(rj Was this officer the subject of any disciplinary action 
that should be included on his record? 



□ 

□ 



□ 

□ 



If YES in ( a ), (b), or (c), and a report has NOT been sub- t 
nutted to the CMC , attach separate statement of nature and at- 
tendant circumstances . If a report has been submitted to the 
CMC , reference such report below: 



□ □ 



(V 



1 5. A. ENTRIES ON THIS REPORT ARE BASED ON ( t Check appropriate box ) 

□ DAILY CONTACT AND CLOSfc OBSERVATION i — . FREQUENT OBSERVATIONS | — . INFREQUENT OBSERVATIONS 

OF THIS OFFICER S WORK 1 I OF THIS OFFICER'S WORK | 1 OF THIS OFFICER'S WORK 



15. B. TO BE COMPLETED ON ORGANIZED RESERVE OFFICERS 
ATTENDED _OF SCHEDULED DRILLS 



* If embossed plate impression fs"used/do not compile, Items 1, 3 



Pigl'-i-^i-NAVMC 10147> 1953 
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> 



SECTION C (7 o be completed m pen ond ink by reporting senior ) 

' * f ^ * ' 1 ^ * 

Considering the officer reported on in comparison wilh all other officers of the same grade whose profes- 
sional abilities are known to you personally, indicate your estimate of this officer by marking “X” in the 
appropriate spaces below. 

16 PERFORMANCE OF DUTY ( Based on fact ) 


NOT OBSERVED 


UNSATISFACTORY 


BELOW AVERAGE || 


AVERAGE || 


ABOVE AVERAGE 


EXCELLENT 


OUTSTANDING 


(n) REGULAR DUTIES 
















(b) ADDITIONAL DUTIES 
















(t) ADMINISTRATIVE DUTIE^ 
















(d) HANDLING OFFICERS * . 
















(e) HANDLING ENLISTED PERSONNEL 










s 






(J) TRAINING PERSONNEL 
















(g) TACTICAL HANDLING OF TROOPS (Lnit approprinte to officer's grnde ) 

















17 TO WHAT DEGREE HAS HE EXHIBITED THE FOLLOWING? 



(a) ENDURANCE ( Phystcnl nnd mental ability for carrying on under fatiguing conditions) 
















(b) PERSONAL APPEARANCE (The trail of fiphitunlly nppenring neat, smart, and well-groomed m uniform or endian attire) 
















(c) MILITARY PRESENCE (The quality of maintaining appropriate dignity and soldierly beating 
















(d ) ATTENTION TO DUTY ( Industry ; the trait of working thoroughly and conscientiously ) 
















( e) COOPERATION (The faculty of working in harmony with others, military and civilian) 
















(j) INITIATIVE (7 he trait of taking necessary or appropriate action on own responsibility ) 
















( g) JUDGMENT (The ability to think clearly and nrnve nt logtcnl conclusions ) 
















(li) PRESENCE OF MIND (7 he nhihty to think and act promptly and effect net) m an unexpected emeigenn or under great strain) 
















ft) FORCE (The faculty of carrying out with energy and resolution thnt which is helmed to be reasonable . right or duty) 
















(j) LEADERSHIP (The enpneity to direct, control, nnd influence others and still mainfnin high morale) 












/ 




( k ) LOYALTY (7 he quality of rendering faithful nnd willing service, and unswerving altegiance under any and all circumstances) 














* 


( l ) PERSONAL RELATIONS ( Faculty for establishing and maintaining cordial relations with military and civilian associates) 














* * * 


(m) ECONOMY IN MANAGEMENT (Effective utilization of men, money and materials) 












s 





18. Considering the possible requirements of service in war, indicate your attitude toward having this officer under your command. 



... I — . | — | PREFER NOT r— i BE WILLING « — . BE GLAD j — i PARTICULARLY 

Would you— I | N0T 0BSERVE0 1 I TO HAVE? LJ TO HAVE? I I TO HAVE? I I DESIRE TO HAVE? 

19. (a) Indicate your estimate of this officer’s “General Value to the Service” by marking “X” in the appropriate box: , 





NOT OBSERVED 
□ 


UNSATISFACTORY 

□ 


BELOW AVERAGE | *- AVERAGE 1 ABOVE AVERAGE I EXCELLENT 1 

□ cpncpncpncp 


OUTSTAiNOING 

□ 


* ‘1 


(b) Show distribution of all Item 19. (a) markings awarded officers of his grade for this reporting occasion: 

l. . 1 L. .J l J 1 - J 1 1 t 1 L II 11 J 1 


J L J 


SECTION D (7 o be completed by reporting senior in pen and ink.,) Record w this space a concise appraisal of the professional character of the officer repotted an. 
( This space must not be left blank. ) 



SECTION E (To be completed by the reporting senior) 

I CERTIFY that to ,the best of -my knowledge and belief all 
entries made hereon are true and without prejudice or partiality. 



(Signature of reporting senior ) 



( Date ) 



SECTION F (To be completed when required j r 

(Check One) 

I have seen this completed report. Q , HmNQ statement TO MAKE 



D . 



HAVE ATTACHED A STATEMENT 



( Signnture of officer reported on ) 



( Dnte ) 



SECTION G (7 o be completed by reviewing officer ) 

NAME OF REVIEWING OFFICER 



.GRADE . 



.US . 



DUTY ASSIGNMENT _ 



= 



.INITIALS . 



Fig. 13. --Continued. 
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